






During the 1993-94 school year, the University of North Carolina at Chapel Hill will be
celebrating its bicentennial as the oldest state university in the nation. This time of celebra-
tion is also a time of reflection-a time to look at how the university affects life outside of
campus. In this issue ofCarolina Planning,we have taken the opportunity to examine the role
of universities and colleges in all aspects of planning. Although many of the articles focus
on Chapel Hill, the issues contained can be applied well beyond UNC-CH.
Too often, students, faculty and administrators hole themselves up in the proverbial ivory
tower of academia, looking down at the communities that they are chartered to serve. With
the limited resources that the nation and particularly this state possess, it seems wasteful not
to take advantage of the skills and expertise that universities and colleges can offer.
Institutions of higher learning do not only provide guidance, they also serve as laboratories
for planning issues from historic preservation to housing.
In the lead article, David Dill offers just such an example as he discusses how a university
plans. His article offers lessons on how any large bureaucracy may prepare for its future.
Brooke Tyson continues that theme by discussing the lengthy process followed by the oldest
state university in the nation to prepare for a bicentennial celebration.
Stuart Chapin, who was named a Pioneer of Planning by the American Planning Associa-
tion, provides a historical context for UNC-CH, by taking us from the inception of the
Department of City and Regional Planning to its present-day structure. Along the way, he
offers insights about how planning education has changed and offers some suggestions
about how it might progress. Patricia Samford continues looking at the campus' past by
examining how plans for campus development often encroach on sites of historical value and
the many and varied opportunities that the bicentennial offers for addressing this dilemma.
Moving beyond Chapel Hill, Isaac Heard writes about the important role that universities
and colleges can play in economic development of their communities. Heard examines three
North Carolina institutions and their efforts in this area including Johnson C. Smith, a
historically black university. Anne Crabbe and Joseph Grimsley continue on the subject of
colleges as an economic development player by focusing on a community college's technical
preparation program. This program is designed to prepare high school students to more
effectively enter the work force of the next few decades.
Colin Austin, a student at the Department of City and Regional Planning, contrasts the
discussion of the positive role many institutions are playing. In his article, he argues that
colleges should be doing more for their communities and suggests it is part of their moral
obligation to cooperate with the towns that they inhabit.
Cooperation with a community is the major focus of Christine Cihlar's and John Under-
wood's article. The authors discuss how a state college and a national historic site have
learned to live in peace while the institution continues to expand. Barbara Sporn briefly
examines the role of an institution's own culture in planning for the future. Sporn offers
suggestions for integrating this concept into strategic marketing planning at universities-
a necessity in our changing times and the focus of an upcoming international symposium.
In the publication's final article, we depart from our university focus to present David
Godschalk's examination of the inner city 25 years after the publication of the Kerner
Commission's report on Urban Unrest. This article won the inaugural Shirley Weiss award
for essays written on the American city and we hope to publish winners in the years to come.
Fifty years ago, on the occasion of its sesquicentennial, UNC-CH reviewed its achieve-
ments and failings and set a course for change-change which included expansion of its
health services, research functions and graduate studies. The Department of City and
Regional Planning was founded shortly thereafter in partial fulfillment of the university's
goals. From the context of the planning profession in the 1940s to southern Maryland in the
1990s, we believe that this collection of articles, albeit varied, share one essential theme-
recognition of community. We are confident that this issue of Carolina Planningv/iW spark
discussion and debate about how colleges and universities can more effectively serve their
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Implementing a Planning Process:
A Problem in Organizational Design
David D. Dill
In their now classic study ofacademic organizations in
the early 1970s Cohen and March (1986) asked col-
lege and university presidents whether their college had
a "plan." The responses tended to fall into four alterna-
tives:
(1) Yes, we have a plan. It is used in capital project
and physical location decisions.
(2) Yes, we have a plan. Here it is. It was made during
the administration of our last president. We are working
on a new one.
(3) No, we do not have a plan. We should. We are
working on one.
(4) I think there's a plan around here someplace. Miss
Jones, do we have a copy of our comprehensive 10-
year plan? (p. 113)
Cohen and March concluded that, if planning is
understood as specification of objectives, identification
of alternative routes to objectives, and choice among
alternatives, then there was little evidence of compre-
hensive planning in higher education. Rather planning
was understood as a symbolic activity, creating institu-
tional advertisements to attract the support of private
and public donors.
In the decade that followed Cohen and March's study,
however, the world of higher education changed. Ameri-
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can colleges and universities experienced "the three R's
of the eighties-reduction, reallocation, and retrench-
ment" (Mortimer and Tierney, 1979) and "strategic
planning" became a ubiquitous term in the literature of
higher education (Keller, 1983). Nonetheless, in a na-
tional study of planning at American colleges and uni-
versities during the 1980s, Schmidtlein and Milton (1989)
reaffirmed the findings of Cohen and March:
(1) most institutions reinvented their planning proc-
ess every two to three years;
(2) there were few examples of substantive planning
efforts; and
(3) college and university planning processes ap-
peared to be either a product of presidents' desires to
establish their credentials as leaders, or, in the case of
public institutions, external mandates by state agen-
cies.
Similar to Cohen and March, they found little evi-
dence of planning that led to strategic choices. Yet
leading organizational writers (Hardy, et al., 1983)
continued to argue that the development of a strategic
choice-making process was not only essential to aca-
demic management, but one of the most crucial contri-
butions central administrators could make to improving
the comparative advantage of their institutions. In a
recent national study of American colleges and univer-
sities Cameron and Tschirhart (1992) discovered that in
the current "post-industrial" environment the proc-
esses used to make strategic choiceswas the most impor-
tant predictor of both management success and organ-
izational performance over time.
How is it possible to reconcile the reality of symbolic
or superficial comprehensive planning processes, easily
observable at many, if not most, colleges and universi-
ties, with the obvious need for strategic choices in the
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1990s? Part of the reason for this perceived disjunction
is a failure of design (Orr, 1992). When college and
university planning processes are well designed, they
harmonize with and support the academic organizations
in which they are embedded. When poorly designed,
they undermine the decisions necessary for institutional
adaptation, creating administrative overhead, wasteful
paperwork, and distrust.
There appear to be three primary reasons for the
ineffective design of college and university planning.
First, when resources were plentiful we did not need to
master the discipline of good design. Higher education
institutions grew incrementally, often in a redundant
fashion. The planning processes by which this growth
was managed were often informal. Second, design fails
when narrow self-interest and individualism overcome
the community interest. Colleges and universities are
among the most segmented organizations in contempo-
rary society. Academic organizations are fragmented
into departments, disciplines, programs, and research
centers which pursue their own goals, frequently at the
expense of the larger organization. A well-designed
comprehensive planning process must encourage indi-
viduals and units to value the normative bonds that
bring them together and hold them together (Dill, 1982).
Third, a good planning design must be sensitive to the
governance tradition of each institution, respecting the
processes of decision making which have evolved over
manyyears. Attempts to insert
the planning process of another
institution into a particular
culture and place encourages
distrust and confusion.
In the sections that follow, a
framework for improving the
design ofcomprehensive plan-
ning processes in colleges and
universities will be outlined.
In the first section the essen-
tial concepts of organizational
design will be introduced. Then,
general principles for promot-
ing good design in academic
planning processes will be re-
viewed. Finally, the application
ofthese principles will be illus-
trated in the development and
implementation of a compre-
hensive planning process at the University of North
Carolina at Chapel Hill (UNC-CH). This article will
focus on the design of planning processes at large,
complex universities. Nonetheless most, if not all of the
organizational design principles are generally appli-
cable at smaller, less differentiated institutions, as well
as at the unit level within larger institutions. No claim is
made that the planning process at Chapel Hill is an ideal.
In fact, it suffered from a number of the problems
characteristic of other comprehensive planning proc-
esses. Rather, the goal of the article is to contribute to
the development of a body of practice knowledge re-
garding the design and implementation of academic
planning processes. Such knowledge in use can, in turn,
help others improve their strategic choice processes
over time.
Organizational Design
In the simplest terms, there are three essential con-
cepts of organizational design: differentiation, integra-
tion, and contingency (Lawrence and Lorsch, 1986).
Differentiation represents the separating and grouping
of individuals into units to carry out the organization's
tasks. Integration represents the degree of collabora-
tion among existing units.
All organizations are characterized by both differen-
tiation and integration, but the balance between the two
is contingent upon the type of task being performed and
the nature of the environment. For example, a group
psychiatric practice is highly differentiated into sepa-
rately practicing professionals. The psychiatrists have a
low degree of integration, limited to collaboration on
the management ofacommon facilityand common serv-
ices such as billing. In contrast, a rugby team has low dif-













Figure 1. Organizational design changes from 1970 to 1990.
ers must be able to run, kick, and handle the ball-and
high integration in the form of practiced teamwork. The
image of a rugby team weaving its way down the field is
a perfect example of collaboration. The tasks performed
by each respective group affect the design of the organi-
zation. But the design is also influenced by the nature of
the environment. Increasing competition in the psychi-
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atric profession has made solo practice less efficient and
created a need for group practices. Applying these three
concepts to our earlier discussion ofplanning processes
reveals several key points (Figure 1).
First, the early 1960s just prior to Cohen and March's
research was the greatest growth market in the history of
American higher education, characterized by plentiful
resources and rapidly increasing student enrollments
(Ben-David, 1972). While competition among aca-
demic institutions existed it was made largely invisible
by the unusual opportunities for program expansion. In
this environment academic structure was characterized
by high differentiation and low integration. The opera-
tive word for academic organization was "loosely-coupled"
(Weick, 1976). The problem of conflict between units,
and the need for collaboration, could be ignored be-
cause differentiation appeared to solve most problems
of organizational design. If faculty members in applied
and pure mathematics did not get along, a separate
department of operations research was created; if the
economics department would not collaborate with the
business school, the business school could appoint its
own economists. Given this munificent environment,
program development was predictable-strategically
certain. Consequently, academic decision-making at many
campuses degenerated to a form of theater, character-
ized by Cohen and March (1986) as a "garbage can"
process in which problems, solutions, participants, and
choices flowed together randomly. In this process, few
problems were solved and few choices were made.
Critical to Cohen and March's decision-making model,
however, and little emphasized in subsequent refer-
ences, was the necessity of "organizational slack" or
slack resources. In short, choice-making of American
colleges and universities of the 1970s was contingent
upon a predictable, growth-oriented, non-competitive
environment.
In the 1990s, as Cameron and Tschirhart (1992) sug-
gest, colleges and universities face a post-industrial
environment characterized by high competition among
institutions, scarcity of resources, and unpredictable
fluctuations in enrollments and revenues. By definition,
program development in a post-industrial environment
is strategically uncertain. Strategic choices must be made
among programs and activities. In this environment,
greater attention will therefore need to be given to
saving costs, increasing the efficiency of decision mak-
ing, and improving program quality-or, as William
Massy emphasizes, increasing productivity (Massy, 1990).
If the design of academic decision-making processes in
the 1970s was contingent upon its munificent environ-
ment, than the design of the 1990s will be similarly
contingent upon our new competitive environment.
Cameron and Tschirhart assert that, in this new context,
decision-making needs to be more participative, more
integrated on both the vertical and horizontal dimen-
sion, with greater delegation of authority and responsi-
bility to the appropriate level. In short, there needs to be
much greater integration and collaboration among dif-
ferentiated units. The segmentation of academic work
cannot be eliminated-research and discovery require
academic specialization. Differentiation must be matched
by mechanisms promoting integration.
To summarize, in order for an academic institution's
planning to become a truly strategic-choice process, it
must be designed as a primary means of organizational
integration. If the process is not designed to promote
collaboration, it cannot hope to effectively promote
strategic choice. The means for achieving integration
within organizations are widely known (Nadler and
Tushman, 1988). They involve nurturing norms essen-
tial to community and designing and implementing struc-
tural mechanisms that promote communication and
socialization among organizational members. In the
context of academic planning processes these design
elements can be organized into five general categories:
(1) clarifying and articulating norms essential to the
legitimacy of the planning process;
(2) designating and grouping functions where neces-
sary;
(3) promoting reciprocal (down-up) communication;
(4) encouraging the development of a planning and
choice making process within each strategic unit; and
(5) increasing direct communication and the sharing
of information among members of the academic
community.
Designing a Planning Process: A Case Study
These organizational design guidelines provide a basis
for designing and implementing a comprehensive plan-
ning process that will promote the organizational inte-
gration necessary for strategic choice. The case discus-
sion that follows illustrates how these general principles
were applied in the design of the planning process at a
major, public, research university. The University of
North Carolina at Chapel Hill was the first public uni-
versity to open its doors in the United States. A member
of the American Association of Universities (since 1922)
Chapel Hill is oneofonly a handful of public institutions
that combine, in one campus, comprehensive academic
and health affairs programs. The University currently
has fourteen schools and colleges, including profes-
sional schools of medicine, dentistry, business, and law.
UNC-CH grew rapidly from under 6000, primarily
undergraduate students in the 1960s, to over 23,000 in
1992-93, 34% of whom are engaged in graduate and
professional education.
Because of this rapid and continuous growth in en-
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Elements of Organizational Design
Clarifying/Articulating Essential Norms-Norms in-
dispensable to successful strategic choice-making, are to
be articulated verbally and manifested visibly in the de-
sign of the planning process itself. This can be accom-
plished by:
• publicly articulating academic criteria to be used as a
basis for planning choices (see, e.g., criteria developed
by universities such as Michigan, Minnesota, Stanford,
SUNY-Albany, and Vanderbilt in Figure 2);
• ensuring that representatives in the planning process
from the larger academic community are fairly se-
lected;
designing the planning process to clearly integrate
















, Figure 2. Planning criteria at selected unive
comprehensive * 6
process in which all units are included.
Designating/Grouping Units--The designation ofwho
or which units will develop plans is a powerful means of
fostering unit integration and responsibility:
• identifying units where programs, technologies, and
customers interact, and thus where strategic choices
are possible; and
• grouping units which share similar technologies and/
or customers as a means of promoting consolidation
and an integrated strategic focus.
Promoting Reciprocal (Down-Up) Communication-
Motivating change requires implementing means of en-
couraging two-way communication and information shar-
ing:
Criterion Mich. Minn. Stanf. SUNY
Albany
Vand.
Quality X X X X X
Societal/Student
Demand
X X X X X




X X X X
Central ity X X
Connectedness X X
Integration X
• involving thosewho will be asked to produce plans in
the design of the overall planning process.
• distributing a "Call to Plan" as a means of shaping
and stimulating discussions among planning units
on strategic direction;
• scheduling planning hearings as a means of encour-
aging down-up communication; and
• specifying responsibilities and deadlines for responses
to plans as well as for planning submissions.
Encouraging Planning in Strategic Units—Given
the necessary decentralization of academic organiza-
tions, strategic choice making processes must be en-
couraged at all levels of colleges and universities:
• design must assure devel-
opment of a collective-plan-
ning process within each
relevant unit;
• provide consultative plan-
ning services to support units
where necessary;
• disseminate planning and
management data relevant
to the proposed planning
process; and
• structure the planning
report so as to prompt stra-
tegic choices by the unit.
'sines.
Increasing Direct Communication and the Sharing
of Information-The fluid nature of participation, and
the high degree of differentiation in academic organi-
zations, requires that administrators foster a common
culture through the techniques of direct communica-
tion:
• wide distribution of a "Call to Plan" to help build the
shared information, language, and norms necessary
for strategic choice;
• involving faculty members, staff members, and stu-
dents in the process of reviewing plans; and
• distributing special reports of the outcomes of the
planning process to all members of the institiution.
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rollment, as well as generous state support for operating
and capital budgets, UNC-CH was shielded from the
financial crises experienced by many American public
universities during the 1970s. The recession of the early
1980s was met by a state-wide freeze on public employ-
ees' salaries, however, and UNC-CH approached the
end ofthe 80s and difficult decision-making with limited
experience in comprehensive planning. In spite ofa rich
tradition ofinformal faculty governance, the experience
of incremental growth had not required a specific proc-
ess for faculty involvement in planning and budgeting.
The Universitywas divided into academic and health af-
fairs divisions and a resource allocation process which
encouraged decentralization and strong deans.
In 1988, a new Chancellor initiated a comprehensive
planning process. A planning design committee was
formed and charged with developing a proposal. The
committee was selected to represent a "diagonal slice"
of the University: it included the vertical dimension of
administration, staff, and students, as well as the hori-
zontal dimension of different academic and administra-
tive units. The committee included the chair of the fac-
ulty, knowledgeable representatives of the academic
and financial vice chancellors, the deans of the two
largest schools (i.e., Arts and Sciences and Medicine),
and two other deanswho had already implemented plan-
ning processes within their schools.
The committee began by examining the planning
processes of peer universities such as Virginia, Minne-
sota, Penn State, and North Carolina State. In the proc-
ess of comparative analysis seven questions, pertaining
to the organizational design principles discussed above,
were posed to the committee as a means of structuring
its task. These questions formed the basis for the com-
mittee's activities.
What Should be the Planning Timetable?
Planning involves large numbers of people. It has an
opportunity cost in both time and energy. Time spent on
planning cannot be spent on other things. Therefore,
comprehensive planning must be sequenced with other
critical ongoing processes such as operating and capital
budgeting. Because UNC-CH is on a biennial state
budgeting schedule, the planning process was proposed
for the "off year in which budget preparation was not
required. Since this was to be the first comprehensive
plan in the University's history, it was recommended
that the process be initiated in the late spring of the
academic year to permit deans and directors to design
their own planning process over the intervening sum-
mer. The timetable covered a full calendar year to en-
courage involvement at every level of the University.
What Units Should be Designated as Planning Units?
This activity presented a problem of selection and
grouping. Part of the planning design is to determine
which units need to develop a strategic focus, as well as
to capitalize on the planning process to promote needed
consolidation. The planning design at Chapel Hill ulti-
mately focused on twenty planning units, composed
primarily of the schools and colleges. Because of the
tradition of strong deans and semi-autonomous aca-
demic units, it was deemed inappropriate to review
plans for units below the level of a school, college, or
administrative division. Instead, the importance of de-
veloping a planning process within each of the planning
units and of selecting additional planning units at a
lower level were underscored but delegated to the ap-
propriate vice chancellor or dean. Each of the twenty
unit heads, however, would be asked to report on their
"plan to plan" early in the planning process.
Several "grouping" decisions proved extremely help-
ful. Chapel Hill has traditionally operated with three
separate libraries: academic affairs, health affairs, and
the law library. The decision to group all three libraries
as a planning unit led to a pan-university strategic library
plan, and fostered increased communication and col-
laboration between the libraries which has continued.
Similarly, several departmentalized schools, which had
previously tried to develop overall plans but had fallen
victim to political fights and turf issues between depart-
ments, were now able to capitalize upon the university-
wide call to plan to implement their own plans and
continuing planning processes.
What Types of Guidelines or Parameters Should be
Contained in the "Call to Plan "Issued to Each Unit?
The document which sets the stage for a planning
process provides a valuable opportunity to influence the
culture of a college or university. As at Minnesota,
Michigan, and Stanford, the document can articulate
institutional criteria forming the normative basis for
choices regarding priorities and budgetary allocations at
every level. The planning document can also provide
perceptions of the shared environment of all institu-
tional units as well as outline institutional priorities,
needs, and planning assumptions to guide the develop-
ment of unit plans. In its language, and in its conception
of planning, the initial planning document can establish
the extent to which trust, fairness, and openness will
prevail. At Chapel Hill, the planning design committee
recommended that the Chancellor's "Call to Plan" in-
clude university planning assumptions (the major as-
sumptions were stable enrollment and limited growth in
state support), a careful description of the planning
process, the newly developed mission statement of the
University, the planning calendar including deadlines
and responsibilities for both planning units and review
bodies, a list of the planning units, the expected format
for unit plans, and a sample plan for a fictitious unit. In
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addition, the Chancellor was encouraged to outline his
views of strategic issues confronting the University.
Because a number of the central administrative offi-
cers, including the Chancellor, had recently joined the
University from other institutions, the process was de-
signed to emphasize "bottom-up" communication and
the development of planning capacity at the unit level.
Criteria for strategic choice were not articulated. In-
stead, emphasis was placed upon openness and commu-
nication with the expectation that institutional norms
might be better communicated in subsequent planning
cycles.
What Should be Included in a Unit's Subitted Plan?
What a unit is asked to prepare in a planning docu-
ment will influence, to some extent,whether the unit will
develop a strategic process for developing choices, or
will produce a "shelf document." Most planning re-
quests emphasize the articulation of longer range goals
and objectives, joined with shorter range strategies or
actions designed to accomplish the goals. At Chapel
Hill, the complexity of the University and the concern
with developing a strategic choice capacity at every level
of the institution led to the following framework for the
unit plans:
I. Unit Assessment
• strengths/weaknesses of the unit;
• status of unit's human, financial and physical
resources;
• significant new developments in the area or
field;
• opportunities that exist for the development
of new or enhanced programs, services, and
activities with other units in the University
II. Specific Goals for a Five-Year Period
III. Program Strategies
• actions to be taken in the next biennium to
achieve stated goals
indicating source of funding and other units
affected
The emphasis ofeach document was to be on present-
ing the collective judgment of the members of the unit
regarding necessary decisions and actions. Therefore,
plans were meant to be brief documents, between five
and ten pages. Further, the focus was to be on a five-year
planning horizon reflecting collective, creative thought.
What Type ofData Should be Provided to Each Unit as
Part ofthe Planning Process?
Many universities have developed data profiles or
formats for each of their planning units which can in-
form judgments by university decision-makers and indi-
vidual units. These profiles provide a common vocabu-
lary of data, indicators, and critical ratios, as well as
intrinsic criteria such as student/faculty ratios, which
contribute to the integration of the institution. The
failure to define or make manifest this type ofdata is one
reason that choice-making has been so difficult in aca-
demic institutions. After examining the planning data
employed by a number of peer research universities, the
planning design committee recommended the develop-
ment of Planning Data Sheets, a four-page summary of
critical planning information for both academic and
support units. The sheets included data on students,
measures of academic performance (e.g., student credit
hours), space utilization information, indicators of contract
and grant activity, and expenditures by fund source and
purpose. Data were provided including three-year trends,
where possible. The sheets were designed in a "roll-up"
format. Similar sheets could be produced at every level
of the University: all university, division, school, and
department. The sheets for each ofthe twenty units were
provided to its respective planning unit head. Decisions
on distribution below that level were made by the unit
leader. The goal was to provide a body ofcommon data
and information to aid strategic choice-making at every
level.
What Should be the Process for Reviewing Plans (Le.,
Who, When, and How) ?
The process of reviewing unit plans is an obvious and
important design component for promoting reciprocal
communication. Plans may be reviewed incrementally-
first the review of mission statements, then the review of
an initial draft, then the review of the final planning
document-a process which encourages socialization
and learning. Plans can be reviewed hierarchically, prin-
cipally by line administrators, or by a process that em-
phasizes collegial structures thereby promoting hori-
zontal communication (Dill & Helm, 1988). This aspect
of the design can determine the degree to which a
planning process can increase integration in academic
organizations and requires careful attention. The plan-
ning design at Chapel Hill included the following mecha-
nisms which were designed to promote reciprocal com-
munication:
Initial review of a one-page "Plan to Plan."
• Reviews of school plans in academic and health af-
fairs by the Provost and Vice Chancellor for Health
Affairs, respectively, prior to the due date of plans.
• Review ofplans by the Chancellor and a Planning Re-
view Committee composed of the line vice chancel-
lors, the president ofthe student body, the chair of the
faculty and four faculty members appointed by the
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chair. This latter, ad hoc mechanism, was employed
because no existing governance group was deemed
appropriate.
• Scheduled meetings, prior to unit plan submissions
and after the planning presentations, to permit the
Planning Review Committee to first develop collabo-
rative norms, and then to advise the Chancellor on
responses to unit plans, as well as appropriate content
for a university-wide report on the planning process.
Scheduled meetings between the Planning Review
Committee and the twenty unit heads to discuss the
unit plans.
• Scheduled letters from the Chancellor to each unit
head providing feedback on their plan.
How Can the Results of the Planning Process Best be
Linked to the Budgeting Process?
The linkage between planning and budgeting is a
critical design issue best understood as a problem of the
larger issue oforganizational integration. The planning
design committee at Chapel Hill recommended sched-
uling the planning period in the year prior to the
submission of the state budget, including the executive
officers most centrally involved in resource allocation
in the Planning Review Committee, and assigning strat-
egy-setting duties to each unit where resource tradeoffs
could best be made. Finally, the committee recom-
mended publishing and broadly circulating a Chancel-
lor's Report on Planning which included the plans of
each of the twenty units and an outline of the needs for
the University as a whole. In short, while the committee
set the stage for the articulation of planning and budg-
eting, it argued that the University needed a comprehen-
sive, longer-range planning process, particularly in this
initial effort. Further, it recognized that the budgeting
process itself would likely need to be redesigned as a
result of the planning process.
Implementation of the Planning Process
Throughout the process of planning design and im-
plementation, attention was given to clarifying and ar-
ticulating community norms, designating strategic units,
promoting reciprocal communication, encouraging
planning in critical units, and increasing communica-
tion through the direct sharing of information. Figure 3
summarizes the major components of the planning design.
As a first step in promoting reciprocal communica-
tion, the proposed planning process was circulated for
comment and criticism to the principal administrative
and faculty committees as well as all administrative
heads. The overall response was extremely supportive.
Suggested changes led to the realignment of the number
ofplanning units as well as some revision of the planning
calendar.
The planning process was initiated by the distribution
of the Chancellor's Call to Plan in April 1990, and
immediately followed by a meeting among the central
administrators and heads of the designated planning
units to discuss the overall process. Over the summer
months, planning data sheets for each unit were pre-
pared and distributed. In September, each planning unit
submitted to the Chancellor a brief report on their
proposed planning process, and another meeting was
held at which several of the proposed unit processes
Implementation of Planning Process at UNC-CH
Month 1 Circulation of Planning Design
Month 6 Issuance of Call to Plan
Months 8-10 Provision of Planning Data
Month 1
1
Submission of Plan to Plan
Months 12-15 Appointment/Preparation of Planning
Review Committee
Month 19 Submission of Plans
Month 20 Planning Presentations/Review
Month 22 Chancellor's Letters to Units
Month 24 Chancellor's Report on Planning
Figure 3
were presented for discussion
Over the winter of 1990-91 the Planning Review
committee was formally appointed and met several times
to develop its role in the planning process and to plan
the scheduled reviews. Following review by the relevant
Vice Chancellor, plans were submitted to the Chancel-
lor in June of 1991 . During July, planning hearings were
held at which each planning unit head made a verbal
presentation of their plans to the Planning Review
Committee. Following these presentations, which fea-
tured active exchanges between the committee and those
presenting, the committee met to recommend points
that might appear in the Chancellor's letters to each unit
and to suggest content for the Chancellor's scheduled
report on planning. In September of 1991, letters pro-
viding reactions to each of the twenty plans were sent by
the Chancellor to the relevant unit heads. In the spring
of 1992, The Chancellor's Report on Planning was dis-
tributed to all members of the academic community. It
included synopses of the twenty unit plans, as well as a
statement of needs and issues affecting the University as
a whole.
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Outcome of the Planning Process
The outcome of this first exercise in comprehensive
planning was, predictably, mixed. There was general
agreement at the conclusion of the planning cycle that
the University had not identified its overall priorities or
made necessary strategic choices. In this sense, the result
of the planning process at UNC-CH was consistent with
those observed in recent research on planning (Schmidtlein
and Milton, 1989). There were, as always, mitigating
circumstances. As the planning process began, the
University was jolted by substantial cuts in its state
appropriations. These changes in the environment clearly
raised the ante on expected outcomes of the planning
process. As the planning process came to fruition, both
the Provost and the Vice Chancellor for Business and
Finance left the University for new positions.
Nonetheless, there were a number of positive gains.
Several academic units used the planning process to
increase their internal cohesion, and developed a capac-
ity for strategic decision-making. The review process led
to a stated consensus on what were termed "pan-univer-
sity" needs: rebuilding the library collections, network-
ing the campus, funding critical health and safety proj-
ects, and developing a university-wide budgeting and
reallocation process. As a result, a university-wide budget
committee was formed composed of the Provost, Vice
Chancellor for Business and Finance, Vice Chancellor
for Graduate Studies and Research, Vice Chancellor for
Health Affairs, and the Deans of Arts and Sciences and
Medicine. A budget reserve of one percent of overall
state appropriations was carved out of the budgets of all
units, but the budget cuts varied according to unit re-
sources and needs. This reserve was then reallocated to
the identified pan-university projects. Following the
faculty involvement in the Planning Review Committee,
the Faculty Council created a standing Executive Com-
mittee to represent the faculty in further planning and
budgeting. Reciprocal communication genuinely increased
as a result of the overall process, and the campus was not
fragmented by the pressures of budgetary cutbacks.
In short, following the logic of organizational design,
the campus was able to move from very limited experi-
ence in comprehensive planning to extensive experi-
ence, and managed in the process to avoid the more
obvious mistakes of centralized, top-down decision-
making. Many of the components essential to strategic
choice-making in a post-industrial environment are now
in place. Finally, they were developed in a manner
consistent with the academic and governance traditions
of the institution.
Conclusion
Institutions of higher education are among the most
differentiated organizations in contemporary society.
Academic organizations are fragmented into depart-
ments and units that are frequently in conflict over goals
and resources. But the post-industrial environment,
characterized by increasing competition and decreasing
resources, requires that academic institutions better
integrate these differentiated segments to achieve unity
of effort, efficiency, and quality. The organization of
academic life thus can be understood as an ongoing
dialectic between the forces for differentiation and the
forces for integration. The process ofplanning, properly
understood, is a critical mechanism for achieving inte-
gration in highly differentiated academic organizations.
How one develops and implements an integrative plan-
ning process in a highly fragmented organization is a
classic, and challenging, problem of organizational
design.cp
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Planning UNC's Bicentennial Observance
J. Brooke Tyson
Three weeks after, George Washington laid the cor-
nerstone for the U.S. Capitol in Washington, D.C.,
another cornerstone was laid in Chapel Hill, N.C-that
of public higher education in the United States. On Oct.
12, 1793, the cornerstone of Old East, the nation's first
state university building, was laid on the campus of the
University of North Carolina.
Now, in 1993, UNC-Chapel Hill celebrates 200 years
ofeducational excellence and public service. The Bicen-
tennial Observance begins on Oct. 12, 1993 (University
Day), and concludes May 15, 1994 (Commencement).
The official theme is "First in the Nation."
At the time of the Revolutionary War, only nine
colleges existed in all 13 colonies. All were private
institutions. The idea of a public university was radically
new. But on Dec. 11, 1789, the University ofNorth Caro-
lina was chartered by an act of the North Carolina
General Assembly. The bill to create the University was
introduced by William Richardson Davie, a resident of
Halifax and a statesman who earlier had helped frame
the U.S. Constitution. Davie's vision was to open the
doors of education to the common man, not just the
privileged few.
In 1790, the Board of Trustees met for the first time,
and in 1792 the site for the University was chosen on
New Hope Chapel hill in Orange County. Legend says
that Davie chose the Chapel Hill site for its inspiring
beauty and for the towering majesty of a tulip poplar
tree. (The beauty of campus still is inspiring, and the
Davie Poplar still survives.) In 1793, the construction of
Old East began.
Two years later, on Jan. 15, 1795, the University
/. Brooke Tyson received a BA in Journalism and Mass
Communications in 1993from UNC-CH. Tyson isAssis-
tant Director of Communications for the University of
North Carolina's Bicentennial Observance.
opened its doors to students. One month later (on Feb.
12, 1795) the first student, 18-year-old Hinton James,
arrived at the University having traveled on foot (ac-
cording to legend) from Wilmington to Chapel Hill.
The Rev. David Ker, the entire faculty at that time,
greeted James as he entered the halls of public higher
education. Two weeks later, James was joined by other
students seeking instruction at America's first public
university. James and six other men formed Carolina's
first graduating class in 1798.
ForJames and his classmates of 1795, student lifewas
much different than it is today. James' first year at the
University cost S30; students could rent feather beds for
S24 or sleep on boards. On Saturdays these well-rested
students read essays in the presence ofthe student body
and faculty. Examinations and Commencement took
place in one day, and afterwards, students received a
week of vacation.
Despite how different their lives may seem to us now,
James and his classmates were forging what was to
become a fundamental privilege in our society-pub-
licly supported higher education.
The dirt paths of our early history have given way to
the brick paths of today. Along the way the University
has gone from buying its first piece of scientific equip-
ment, a compass, in 1789 to creating a medical school in
1879; from passing an ordinance authorizing the admis-
sion ofwomen to postgraduate work in 1897 to women
outnumbering men on campus in 1979; from admitting
its first black undergraduates in 1955 to appointing its
first black full professor in 1969.
Currently, the University provides instruction in more
than 100 fields of study and offers degrees in 67 bacca-
laureate, 88 master's and 61 doctoral programs, as well
as professional degrees in business, dentistry, medicine,
pharmacy, law and library science. It has a student body
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of 22,597 and an annual budget of $738 million.
North Carolina Governor Jim Hunt spoke of the
emergence of the University during a campaign trip in
1992. He said,"We are the people who, way back at the
end of the 18th century, decided that if our new democ-
racy was to survive and prosper, we needed to have a
state university. A public university. You see, up until
that time, we'd been sending our sons up to the wealthy
north, to the private schools founded by the big churches
. . . Harvard, Yale, Princeton. But North Carolina-little,
old, dirt poor North Carolina decided a public university
was best. So do you know what we did? We built us a
university on top of a hill, and we've been sending our
sons and daughters to it ever since. That university is the
University of North Carolina, and I would dare say that
it's the best public university in America."
Planning Begins
Being the oldest public university, and arguably the
best, the University family-faculty, students, alumni,
friends and all North Carolina citizens-have a lot to
celebrate and reflect upon during the Bicentennial.
Former Chancellor Christopher C. Fordham II began
preparation for the occasion as early as 1985. Fordham
wrote Dean Richard C.Cole of the School ofJournalism
and Mass Communication, asking him to chair an ad hoc
faculty committee to assist in the planning of the forth-
coming Bicentennial celebration. This ad hoc commit-
tee came to be called the Cole Commission.
The Cole Commission was charged to plan in "broad
strokes" the observance of the University's Bicenten-
nial, leaving the details to be worked out later. The
group prepared a plan that set forth a series of initial
goals and objectives for the Observance. These goals
would later serve as the basis for the Bicentennial Ob-
servance Mission Statement.
The mission statement reads, "The Bicentennial
Observance of the University of North Carolina at Chapel
Hill commemorates the birth of public higher educa-
tion, a uniquely American idea that first took root in
North Carolina 200 years ago.
"The eight-month Observance begins on October 12,
1993, marking the 200th anniversary of the laying of the
cornerstone of Old East, the nation's first state univer-
sity building.
"During the Bicentennial, the University is hosting a
variety of public events, scholarly programs and other
activities designed to:
"-strengthen the bonds between the people of North






2:00 PM Opening Lecture A Tribute to Freedom
Speaker: Mr. Li Lu, Deputy Leader of the Tian-
anmen Square Demonstrations
3:00 PM Faculty Alumni Exchanges, Round One
I. Care, Cure, Cost: The University and the Health
of the Public
Moderator: Kerry Kilpatrick, Chair, Health Policy
and Administration
II. Environment, Development and Democracy
Moderator: Richard N. Andrews, Professor,
Environmental Science and Engineering
HI. Media Made America?
Moderator: Jane Brown, Professor, Journalism and
Mass Communication
IV. Freedom, Free Expression and Free Debate
Moderator: Chuck Stone, Walter Spearman
4:30 PM Performing and Cultural Arts Events
I. "A Salute to the American Musical Theatre"












(includes post concert reception at Carolina Inn
with Adler, Hardin, conductor, etc.)
10:00 PM Patron Reception Carolina Inn
BICENTENNIAL UNIVERSITY DAY
TUESDAY, OCTOBER 12
10:00 AM Old East Rededication
11:30 AM Speakers Bureau Debut
12:00 PM Picnic in Polk Place
1:00 PM Anniversary Lecture
"The University of North Carolina and the U.S.
Presidency"
William E. Leuchtenburg
William Rand Kenan Professor
2:00 PM Davie Poplar Ceremony III Ceremony
4:00 PM Faculty Alumni Exchanges, Round Two
V. Growing Apart or Growing Together?
Moderator: Julia T. Wood, Professor, Speech
Communication
VI. Science, Technology and Cultural Change
Moderator: Mary Sue Coleman, Vice-Chancellor,
Graduate Studies and Research
VII. Faith, Reason, and American Values
Moderator: Warren Nord, Director, Program in
Humanities and Human Values
VIII. Forging New Global Alliances: Competition,
Cooperation, Survival
Moderator: John D. Kasarda, Director, Institute of
Private Enterprise, Kenan-Flagler Business School
IX. Education: Preparing for the 21st Century
Moderator: Donald J. Stedman, Dean, School of
Education
7:00 PM Kenan Stadium Convocation
Stadium opens at 5:30. Concessions served.
Programming begins at 6:00. Televised live
on Public Television at 7:00.




AUGUST 1993 TO JULY 1994
AUGUST 1993
29- Nov 7 Ackland Art Museum exhibit: "George
Nick, the Chapel Hill Paintings"
SEPTEMBER
10-11 "Russia: The Ongoing Revolution"
Bicentennial seminar (Greenville)
14 Bicentennial U.S. postal card issuance
15 Statewide postal card issuance: second day
ceremonies
26 Association of Graduate Schools annual meeting
OCTOBER
1-Dec 31 Wilson Library exhibit: "200 Years of
Student Life at UNC"
1-Nov 30 Davis Library exhibit: "The University
Library"
1-2 "The American Soul" Seminar (Asheville)
8-9 School of Dentistry Bicentennial Fall Weekend
11-12 Bicentennial Opening Ceremonies-See above
14 "Healthy People 2000" School of Nursing Conf.
20 Continuing Education, Regional NUCEA Conf.
20-24 American Board of Thoracic Surgery meeting
22-23 "What Makes the South Southern?"
Bicentennial seminar (Charlotte)
22-24 The Chapel Hill Colloquium in Philosophy
29-30 "The American Soul" Seminar (Washington)
29-31 "Chapel of Ease" Chapel Hill H.S.
NOVEMBER "Art and Culture" postal cachet
issuance ceremony with artist Maud Gatewood
(Winston-Salem)
5-6 Tri-Annual Denny Society meeting
6-7 "Chapel of Ease"
12 "UNC-CH: A Catalyst for Positive Change"




12-13 "What Makes the South Southern?"
Bicentennial seminar (New York)
30UNC-CH School ofMedicineAHEC Open House
(Greensboro)
DECEMBER
1- Feb 28 Davis Library exhibit: "Chapel Hill and the
University"
15 UNC-CH AHEC Open House (Asheville)
JANUARY 1994 "Freedom of Expression" postal
cachet issuance ceremony with artist Bart Forbes
1-Mar 30 "Paul Green: A Centenary Exhibit"
14 Intellectual and Academic Freedom of Expression
Conf.
14-15 "The State of American Government"
Bicentennial Seminar (Triad)
21 "African Americans at Carolina Project" video
premiere
21-22 "The Big Three: Roosevelt, Churchill and Stalin"
Bicentennial Seminar (Fayetteville)
22 "Changing Faces of Leadership" Conf.
FEBRUARY "Science, Technology and Health"
postal cachet ceremony with David Stone
"Germanic Influences in North Carolina" Conf.
3-4 "Improving the Health of North Carolinians"
4-5 Bicentennial musical by Bland Simpson and Jack
Herrick
12 Bicentennial celebration concert, UNC Symphonic
Band
25-26 "Russia: The Ongoing Revolution"
Bicentennial seminar (Hickory)
MARCH "Teaching and Learning" postal cachet
issuance ceremony with artist Jeff MacNelly
1-Apr 30 Davis Library exhibit: "World War II and
the University"
4 UNC-CH School of Medicine AHEC Open House
(Raleigh)
8 UNC-CH School of MedicineAHEC Open House
(Charlotte)
17 Paul Green Centennial concert
18-19 Paul Green Centennial seminar
18-19 "A Tribute to Paul Green" production
20 Cornelia Phillips Spencer Day
23-26 "A Tribute to Paul Green" production
30UNC-CH School ofMedicineAHEC Open House
(Rocky Mount)
23-Apr 20 "From the Outer Banks to the Blue Ridge:
A Celebration of North Carolina's Folk Tradi
tions":
Mar 23 Secular Arts
Mar 30 Occupational Arts
Apr 9 Arts of the New Immigrants
Apr 13 Verbal Arts
Apr 20 Sacred Musical Arts
APRIL "Community" postal cachet ceremony
with artist Allen Carter
1-2 Annual Medical School Weekend (Tentative)
1-June 30 Wilson Library exhibits: "They Live in
Memory: Favorite UNC Faculty"
I "The Estienne Family; and the Golden Age of
Renaissance Printing"
8-10 Bicentennial PlayMakers performance of "Love
Letters" by A.R. Gurney, Jr. with Eva Marie
Saint and George Grizzard
8 Health Science Library Video History
9 Carolina Saturday: A Bicentennial Open House
15 Thomas Wolfe Society meeting
15-16 "The State of American Government"
Bicentennial seminar (Atlanta)
16 Salute to North Carolina Dance
22-23 "The Big Three: Roosevelt, Churchill and Stalin"
Bicentennial seminar (Wilmington)
24 Chapel Hill Revisited: Town Celebration
MAY
8-July 15 Ackland Art Museum exhibit: "The
Southern Part of Heaven: William Meade Prince
Remembers"
I I UNC-CH School ofMedicineAHEC Open House
(Wilmington)
15 Commencement 1994: Bicentennial Finale
19-21 National Conference on State Historical
Collections
JUNE
9-10 University and Society:International Perspec-
tives on Public Policies and Institutional Reform Sym-
posium, Vienna Austria (See Sporen, this volume)
ONGOING
Endeavors Bicentennial issue: UNC research history
Bicentennial Visitors Center: exhibit and video
"American Communities-A Photographic Approach"
traveling exhibit
Bicentennial Speakers Forum
Arts 200: Teacher Education through Partnerships
Outreach to N.C. High Schools
On-Campus Archaeological Excavation: A Study of
Early Campus Life
Oral History of UNC-CH




"-reaffirm the University's historical commitment to
free inquiry in the pursuit of knowledge;
"-lay the cornerstone for the University's third century
of service to the state, nation and world."
In addition to outlining goals, the Cole report out-
lined the basic structure, organization and staff needed
for the detailed planning of the Bicentennial Obser-
vance. The report recommended that a Bicentennial
Observance Policy Committee, selected and chaired by
the Chancellor, be in operation no later than 1987. The
report also recommended that a Bicentennial Obser-
vance Planning Office be in place by no later than 1988
and that the office be fully staffed by the beginning of
1993.
From its formative planning the Bicentennial has
been divided into two branches-the Bicentennial Ob-
servance and the Bicentennial Campaign for Carolina.
The former's concern is to properly observe a historic
occasion. The latter's concern is to seize upon the excite-
ment of the Bicentennial to increase the resources of
this institution.
Original plans called for a Bicentennial Observance
of 16 months with a budget of S5 million. Primarily due
to the recent recession, the scope for the Bicentennial
Observance was scaled back. Final plans include an
eight-month Observance between University Day 1993
and Commencement 1994. The total operating budget is
approximately S2 million.
Under the direction of the new chancellor, Paul Hardin,
ideas for Bicentennial projects were solicited from fac-
ulty, staff, students and alumni in 1988. Hardin said, "I
was astounded at the response we received . . . More than
400 ideas were proposed."
Dr. Richard Richardson, chairman of the Bicenten-
nial Observance, said, "These ideas arrived from across
the campus and around the state. Some were exciting,
some outrageous and some much too ambitious to carry
out."
The Planning Office determined the feasibility of
these ideas by evaluating the anniversary celebrations
of other universities. A general opinion was formed
about what would and would not successfully promote
the mission of the Bicentennial Observance. The result
is more than 100 academic, cultural and historical events
planned on campus and throughout North Carolina.
Three major events anchor the Bicentennial.
The signature event, which will kick off the Obser-
vance, is Opening Ceremonies on October 11-12. The
ceremonies will have several highlights, including the
rededication of Old East, a national historic landmark,
and the Davie Poplar III Ceremony. During this latter
ceremony, offsprings of the famous Poplar will be pre-
sented by Tar Heel basketball coach Dean Smith to a
child from each of North Carolina's 100 counties. The
presentation of the trees is symbolic of the University's
service and outreach to all of North Carolina.
The two-day kickoffwill reach its pinnacle on Univer-
sity Day, October 12, with a convocation in Kenan
Stadium. Acrowd of50,000 is expected for this spectacu-
lar event, which will feature a major national address on
higher education. U.S. Secretary of Education Richard
Riley will be on hand, as will North Carolina Governor
Jim Hunt, CBS News' Charles Kuralt and a processional
of faculty, staff, students, alumni and representatives
from universities around the world. A 15,000-member
band and chorus from high schools throughout the state
will perform. The event will be broadcast live on UNC
Public Television.
The second major event of the Observance is "Caro-
lina Saturday: A Bicentennial Open House." On this
day, the University will open its doors to the people of
North Carolina. The public will be invited to discover
firsthand the research projects, laboratories, technol-
ogy, libraries, performance halls, sports facilities and,
most importantly, the people that comprise UNC-Chapel
Hill.
Every department on campus is planning a program
to highlight its work, field of study or accomplishments.
Entertainment, athletic events and an international lunch
will accompany the day's activities.
The Law School plans to demonstrate mock and
famous trials, and the department ofradiology will allow
visitors to look inside the human body without conduct-
ing an operation.
The psychology departmentwill have Sigmund Freud
on hand to answer visitors' questions, and the Morehead
Planetarium will allow guests to gaze through a tele-
scope and observe the sun and planets. An archaeologi-
cal excavation of campus (a year-long project) is being
planned by Research Labs of Anthropology. Visitors
will be invited to dig up a piece of UNC's past. The
computer science department, with the aid of virtual
In the past the University of Georgia has claimed to
be the first public institution of higher education. The
school makes this claim based on its 1785 charter, writ-
ten four years before UNC's charter. However, Georgia
did not open its doors to students until 1801, six years
after the UNC-Chapel Hill. Carolina was the only
public university to graduate students in the 18th cen-
tury.
^^ov.v The seal of the Bicentennial is adapted
?-~*.,fi'~?£-i
r'-\ from an 1814 paper cutting by Frances
rfc-^JtaEHrS JonesHooper. The original silhouette, on
"'\nl''''' ''I*
display in the Southern Historical
'•M^t| *" Collection of Wilson Library, is one of
the earliest depictions of the Chapel Hill
campus.
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reality pioneer technology, will fly visitors through a
molecule and walk them through the walls of a simu-
lated room.
Similar events at the University ofTexas, the Univer-
sity ofGeorgia and Stanford University attracted crowds
in excess of 50,000. The planning office expects approxi-
mately 50,000 people to attend Carolina's event.
The third major Bicentennial event, 1994 Commence-
ment, will draw the Observance to a close on May 15.
Plans for this event are still in the early stages as the
Observance Office works with 1994 Senior Class Offi-
cers to select a speaker of international significance.
The Bicentennial Observance will be commemorated
in other ways as well. For instance, members of the
Bicentennial Speakers for North Carolina, a speakers
bureau comprised of outstanding UNC-CH faculty
members, will travel across the state to speak to civicand
community groups. Topics will range from genetics to
jazz, and from Homer's Odyssey to Thomas Wolfe.
Special publications, like a 1994 photographic calen-
dar and a postal cachet series, have been produced as
collectibles. And in honor of the Bicentennial Obser-
vance, the U.S. Postal Service will issue a postal card on
September 14. Millions of the postal cards will be avail-
able nationally in the fall. Gracing the card will be a
rendering of Playmakers Theater, by North Carolna
artist and alumnus Bob Timberlake.
Student Participation in the Observance
Students have also taken an active role in planning for
the Observance. A student bicentennial committee be-
gan meeting as early as 1990. In 1991, sophomore Kevin
Moran became chair of the committee, and his 70-
member group has been working hard to insure a heavy
emphasis on student participation.
The students decided their focus for the Observance
would be "community." There were two reasons for this
decision. First, part ofthe University's threefold mission
is to serve community. Secondly, the group realized that
some of the most current and pressing issues on campus
are community-based, like the issues of campus safety
and a free-standing Black Cultural Center.
Moran said, "The committee hopes our Bicentennial
work will do something to help build a sense ofcommu-
nity and bring diverse people together for a cause."Students
have proposed many projects to help achieve this goal.
They are writing grant proposals in order to begin an
annual practice of conducting a "Campus and Commu-
nity" Workshop. This project would bring student lead-
ers together at the beginning of the school year to
address the concerns of the entire campus.
Another project would seek the help of faculty, staff,
students and Chapel Hill residents in building a Bicen-
tennial park located in Chapel Hill.
Whether it is a student service project, a breathtaking
cultural event or a faculty member sharing his or her
discoveries with a fascinated group of listeners, the
Bicentennial will be a special time for the nation's first
public university. During these exciting eight months,
North Carolinians will be joined by all Americans in
saluting the achievements of public higher education, as
the cornerstone is laid for our University's third century
of service to our state, nation and world.cp
^ y ^ :
Old East, renovated for the Bicentennial, is the oldest building on the UNC campus.
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CAROLINA PLANNING
Reflections on Planning Education
at UNC-Chapel Hill
F. Stuart Chapin, Jr.
As the Department of City and Regional Planning
(DCRP) at the University of North Carolina at Chapel
Hill nears its 50th anniversary, it is timely to look back
on its origins and ponder how it came to be one of the
leading schools of planning in the country. My reflec-
tions examine the first thirty years of the department.
They describe DCRP's beginnings and identify some
highlights of planning education and urban research at
Chapel Hill, and conclude with a few observations on
the key strengths of the department in this period.
Planning Profession in the 1940s
What was the working environment like in city halls
in those days? Where planning was an accepted part of
local government, it was often outside the mainstream
of decision-making. But as advocated by Robert Walker
in his influential study, 1 planningwas increasingly being
accorded departmental status with administrative re-
sponsibilities to the city manager or mayor. Even with
this change of status, planners continued to maintain a
close relationship with the planning commission. With
the members often chosen by city council for their
political sensitivity, the commission provided the plan-
ning staff with a proving ground for new land develop-
ment. The shift to a department status provided the
planning office with leverage to relate land planning
more directly with development functions in other
departments and to involve the planner in capital budg-
eting.
F. Stuart Chapin, Jr., is Alumni Distinguished Professor
Emeritus of City and Regional Planning UNC-Chapel
Hill. He was director ofthe Urban Studies Program of the
Institute for Research in Social Science, 1957-69, and in
1969founded the Centerfor Urban and Regional Studies.
Earlier this year , he was named a Pioneer ofPlanning by
the American PlanningAssociation. He now lives in the
Pacific Northwest.
How useful this shift in status proved to be depended
not only on the organizational channels available to the
planning office, but also on the compatibility of the
planning director with the city manager or mayor and
the heads ofdepartments possessing development func-
tions. The success of these relationships depended both
on the ability of the planner to deal with the politics of
city hall, and the planning staffs skill in bringing about
increased efficiency and cost-saving public improve-
ments.
Beginnings of the Department
Frank Porter Graham, the President ofthe University
of North Carolina, was a key person in creating the new
department in the 1946-7 school year. Howard W. Odum,
founder and then retired Director of the Institute for
Research in Social Science (IRSS), and Gordon W.
Blackwell, who succeeded Odum as Director of IRSS
(and later became President of Florida State University
and then Furman University) also played important
roles in DCRP's establishment. DCRP came into exis-
tence not entirely on the initiative of Graham and the
enthusiasm of Odum, nor only from the skillful guid-
ance of Blackwell; all were essential to the department's
genesis.
The indispensable figure and the catalyst in the estab-
lishment of the department was JohnA Parker, known
fondly to more than 1 ,200 alumni as "Jack." His founding
vision, his imagination, and his firm hand guided devel-
opment of planning education at Chapel Hill through-
out his tenure as Chair (1946-1974). It is a tribute to his
leadership that the University did not choose to institute
the practice of rotating the chair in DCRP until after his
retirement.
The title of the degree, as conferred by the depart-
ment and formally adopted by the Board of Trustees,
was the Masters of Regional Planning. This reflected an
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expectation by Graham, Odum and Blackwell that re-
gional planning might eventually be a DCRP emphasis.
After all, Chapel Hill was widely recognized at the time
for Odum's work in southern regionalism. Moreover,
the nearby Tennessee Valley Authority (TVA) was then
at the peak of its fame as an experiment in regional
development and had provided consultation on the
creation of the Department.
Even though there was a strong preference for a
regional focus, Jack Parker persuaded Graham, Odum
and Blackwell that the program should initially empha-
size urban planning. 2 As a consultant to TVA in the
summer of 1946, he had made a survey of planning
agencies in the Southeast and understood the potential
of regional planning. The survey made clear to him,
however, that the job market for graduates ofa planning
program was primarily in an urban rather than a re-
gional setting. State planning in this period was on the
wane as a result of the demise of the National Resources
Planning Board (NRPB), which had previously funded
most state planning agencies. The state planning agen-
cies that survived the loss of NRPB support, concen-
trated on local planning assistance, the kind of program
pioneered under contracts between TVA and Tennes-
see and Alabama. Limited job opportunities continued
to exist with planning consultant firms and urban-rede-
velopment agencies. However, the primary market for
graduates remained city planning agencies.
Structure of the Curriculum
One goal of the new department was to provide the
student with the knowledge and analytical methods
needed to be a successful urban planner. The immediate
prioritywas to settle on the courses considered essential
for on-the-job effectiveness ofgraduates. Nine planning
courses were approved by the Graduate School for the
start of the program, with other university courses also
available to DCRP students. By 1949, the planning
course listings consisted of a course on planning and
government, a planning legislation course, a planning
seminar (the equivalent of the present-day course in
planning theory), courses on methods of land use plan-
ning, transportation planning and infrastructure plan-
ning (then known as "municipal facilities"), four appli-
cation courses, a summer internship, and a thesis. In
addition, a course in statistics was required of students
who had not taken one as an undergraduate. The re-
maining four courses in the two-year professional mas-
ter's degree requirement were electives. 3
In many respects, the centerpiece of this curriculum
was the series of four applications courses. These pro-
vided the student with practice in applying the knowl-
edge and methods learned in the lecture courses to real-
world situations. In the first applications course, a stu-
dent designed a residential subdivision for a chosen
topographic site, developed cut and fill estimates for
streets, and estimated costs of street improvements. In
the next course, the student designed a new town, ex-
tending the principles from the subdivision problem to
an entire model community.
In the third-term applications course, teams oftwo or
three students undertook demonstration studies in the
preparation ofa comprehensive plan for different North
and South Carolina cities. These studies culminated in a
public presentation in city hall in which team members
fielded questions and defended their proposals. For the
fourth term applications course, each student prepared
a demonstration study of neighborhood renewal. The
project culminated in presentations to residents and city
officials which included design proposals, general esti-
mates of costs, and information on grants and loans
under existing federal programs.
The last two applications projects not only empha-
sized planning analysis and design but also practice in
the development of graphic and oral presentation skills.
Much of the readiness of cities in the Carolinas to
develop comprehensive plans under subsequently avail-
able federal funding (the so-called "701 Program" under
the Housing Act of 1954) can be traced to these demon-
stration studies.
Periods in DCRP's Development
There are many factors affecting the way a school
evolves, factors such as the time in history it is founded,
the resources available for faculty and for student aid,
the vision of the faculty and how it is translated into an
education mission, and the intellectual setting in which
the school is located. As I look back on changes in the
department over the first 30 years, it seems clear that the
interrelationship between research and teaching has
played a very important role in shaping the early years of
DCRP. Although I have not been able to follow Depart-
ment developments in the past 15 years, I am sure this
interdependence continues to this day. In any event, I
turn now to some distinct eras of research and teaching
in the evolution of DCRP.
The First Ten Years (1947-1957)
Though there were five graduate students signed up
to begin their two-year master's program in September
1946 when Jack Parker arrived to take up residence in
Chapel Hill, the formal approval of the planning cur-
riculum was not achieved until 1947. James M. Webb,
the second new faculty member arrived in January 1947,
and I arrived in the fall of 1949. Although faculty from
other departments taught several courses for the De-
partment, DCRP consisted of only three faculty mem-
bers for the next dozen years or so. Over this period,
student enrollment in the program increased gradually
from five to about 20 per class.
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In the first ten years, an un-
stated mission of research was
to examine knowledge available
from planning practice, identify
weaknesses, strengths and gaps,
and develop approaches for
improving this knowledge. Dur-
ing this period, the Institute for
Research in Social Science
(IRSS) was an important resource
to DCRP, not only counseling
the department on policy and
practices of the University, but
also steering the faculty toward
funding opportunities in research
and providing research assistant-
ships during DCRP's lean years.
In the first couple of years,
research centered on develop-
ing material for courses in the
curriculum, often with the help
of student research assistants with
financial aid from IRSS. As out-
side funding became available,
more ambitious work was un-
dertaken. Several studies were
funded under contracts with federal agencies in the early
fifties. A Housing and Home Finance Agency-supported
study focused on the urbanization of the rural area sur-
rounding the Atomic Energy Commission's Savannah
River facility then under construction in South Caro-
lina. Also undertaken at this timewere two projects with
U.S. Air Force funding, one concerned with daytime/
nighttime differentials in the distribution of population
in metropolitan areas, and the other with the theory and
practice of city and regional planning in the Soviet
Union.
IRSS's weekly luncheon sessions were especially helpful
to DCRP faculty in opening up communication with the
University's social science faculty. An Urban Studies
Committee, consisting of faculty from planning, politi-
cal science, economics and sociology was formed out of
these sessions. In the course of a two-year period of fort-
nightly seminars, this committee developed an interdis-
ciplinary research schema on urban processes, which
subsequently became the basis for a research proposal
submitted to the Ford Foundation.
In 1957, UNC-Chapel Hill was awarded the Founda-
tion's first major grant in its newly established program
in urban affairs. One part of the five-year grant was to
focus on urbanization processes in the Piedmont Indus-
trial Crescent extending from Raleigh, NC, to Green-
ville, SC; a second part was to advance communications
between universities in the South engaged in urban
research. These two parts were administered through
Stuart Chapin discusses one ofthe Department's first research projects with his students.
IRSS. A third part, under the auspices of the Institute of
Government, concerned research interpretation for local
action groups.
While these developments were evolving in research,
planning education was also making notable strides.
Early research in land-use planning went directly into
the course in land-use analysis as well as into the third
term applications course. Studies on the role of the
planner in urban development provided case material
for the course on planning and government.4
Faculty involvement in the Urban Studies Commit-
tee and subsequent work on the Ford Foundation grant,
demonstrated the importance of initiating steps toward
offering a doctorate in planning. The increase in the
number of student applications for admission to the
planning program over the ten-year period and the need
for additional course offerings showed that DCRP was
ready for expansion in faculty, classroom space and
other facilities.
Takeoff (1958-1968)
The Ford Foundation grant provided resources for
major interdisciplinary urban research involving 20 faculty
in planning, political science, economics and sociology
and included new funding for research assistantships in
these same fields. It provided an unparalleled experi-
ence for facultyand research assistant interchange in the
social sciences. The summary volume of this five-year
effort covered four focal areas: 5 (1) the economic vari-
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ables of urban growth in the Crescent; (2) political and
business leadership patterns in community decision-
making, including the role of the planner, various inter-
est groups and African-Americans in political action;
(3) the attitudes of people living in Crescent cities about
urban growth, their perception of problems, and their
participation in political action aimed at solving prob-
lems; and (4) studies of the spatial extent of growth and
factors associated with the direction and intensity of city
expansion into the countryside.
In retrospect, DCRP may have been a greater benefi-
ciary of the Urban Studies Program than any of the other
fields represented. Not only did this program represent
a quantum leap forward in DCRP faculty research but it
had many other benefits. It drew many visitors to Chapel
Hill from each of the fields involved in the program.
Some were inquisitive about the scope of the program
and came because they were initiating their own pro-
grams in urban affairs and were interested in evaluating
the strengths and weaknesses in such an ambitious inter-
disciplinary program. Others came as consultants to
various studies. Visitors of special interest to planning
such as Martin Meyerson, Harvey Perloff, Jack Dyck-
man, Richard Meier, Norton Long and Allen Feldt, gave
seminars for the department.
The land development research conducted during the
period ofFord Foundation support became the basis for
future grants and contracts extending this work further.
From 1962 to 1965, a model for simulating the growth of
residential areas in a city was developed and tested
under financing from the U.S. Bureau of Public Roads.
Residual funds from the Urban Studies Program sup-
ported a study of living quality in the city for the elderly.
Other research funded under a series of grants from the
U.S. Public Health Serv-
ice, studied the roles of
various agents affecting the
supply side of residential
development and house-
hold activity in time and
space, essentially consid-
erations affecting the
demand side of residen-
tial development. Also
during this period, five
DCRP faculty members
carried out a national study
of residential moving
behavior under a contract
from the National Coop-
erative Highway Research
Program.
The advent of the Ur-
ban Studies Program pro-
vided a clear demonstra-
tion of opportunities for a doctoral program in plan-
ning. With coaching from Graduate School Dean Alex-
ander Heard (later to become President of Vanderbilt
University), Jack Parker shepherded the Ph.D. proposal
through UNC-Chapel Hill's approval process and the
Consolidated University review where negotiations with
other units of the University system were finally cleared.
The Ph.D. program was approved by the Board of Trus-
tees in 1961. With the availability of research assistant-
ships in the Urban Studies Program and five National
Defense Education Act fellowships, the first doctoral
students entered the Ph.D. program in the following
year. The basic mission of this program came to be much
as it is today: to train top-quality and highly motivated
teachers and research scholars in planning.
Besides being the launching period for the Ph.D.
program, the first half of the sixties was a period of
change in the master's program as well. Core courses
were improved-the course in planning theory was over-
hauled, and the Department introduced its own course
in quantitative methods, including both statistics and
mathematical modeling. Because many students looked
toward jobs in metropolitan planning agencies, the third
term applications course focused on a large metropoli-
tan area: the surrounding areas of Washington, D.C.6
During this period the master's thesis was replaced by a
Departmental Paper and, while the internship contin-
ued to be recommended, it had been dropped as a
requirement.
The mid-sixties was a transition time in other ways as
well. It was a time when the almost exclusive emphasis
on urban planning was giving way to a growing number
of new concentrations which required additions to the
faculty. With new faculty and resulting need for addi-
DCRP moved to its present location, New East, in the early 1 960s.
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tional office and classroom space, DCRP went through
a series of moves which eventually resulted in the De-
partment settling in renovated space in the New East
Building.7
From 1965 to 1969,DCRP nearly doubled its faculty.8
In 1965 George Hemmens, who had been on the faculty
earlier, returned and was pivotal in establishing the
Department's computer laboratory, made possible under
the University's "Centers of Excellence" grant from the
National Science Foundation (NSF). He also provided
leadership in reorganizing offerings in planning theory
at both the MRP and Ph.D. levels. The NSF grant
enabled the department to hire Emil Malizia in 1969 to
develop course offerings in economic development. The
same grant provided support for a position in transpor-
tation planning.
In connection with an Environmental Health Train-
ing Program of the U.S. Public Health Service, it was
possible to bring Maynard Hufschmidt to the Depart-
ment in 1965. His courses in public investment theory
and techniques subsequently provided the beginnings of
a specialization in regional planning and resource man-
agement. 9 With David Moreau's addition to the faculty
in 1968 and his interest in water resources, the resource
management option became a full area of concentra-
tion.
Edward Kaiser joined the faculty in 1966 and became
a key contributor to the core course in quantitative
methods and courses in land use planning. Michael
Stegman was brought to the Department in 1968 to
develop an area of concentration in housing.
New Directions (1969-1978)
Social and political developments in the sixties pushed
planning schools in newdirections. The outbreak ofcivil
disturbances in cities across the country fired interest in
social policy as new attention centered on inner city
issues such as job creation, urban renewal and housing.
Earth Day in 1971 further expanded the field, eventually
including air and water quality and concern for the
protection of wetlands, riparian areas, wildlife habitat
and coastal dunes.
Although new specializations in regional and envi-
ronmental planning and resource management were
already in place at Chapel Hill, it was not until 1969 that
the department was able to obtain resources for an area
of concentration in social policy planning. A National
Institute ofMental Health Training Grant financed two
new faculty positions and several non-service fellow-
ships, and by 1970 social policy planning became a part
of the curriculum. The required courses for this concen-
tration were the same as all others, but the applications
courses emphasized service delivery and preparation for
work in inner city community action programs. As the
specialization evolved, students often took courses in
other areas, especially urban planning and housing.
During this period the Ford Foundation expanded
the financial support available to minority students by
funding a non-service fellowship program. The depart-
ment also received a Mellon Foundation grant enabling
support for new faculty and student fellowships. In the
period 1969 to 1970, David Godschalk joined the fac-
ulty, focusing on participatory planning, environmental
planning, and land use planning in coastal areas. In 1970,
Shirley Weiss moved from the Center for Urban and
Regional Studies to head the Department's new under-
graduate honors programs in urban affairs and to teach
courses in central business area and new towns. Edward
Bergman joined the faculty in 1972, sufficiently aug-
menting the course offerings in economic development
to make this a new area of concentration.
The early seventies was a period of flux in the Depart-
ment. 10 Each new DCRP catalog outlined a new mix of
concentrations available to incoming students. Between
1967 and 1969, students could choose between three
concentrations-urban planning, regional planning and
housing/social policy. By 1973-75 five areas of concen-
trations were available to masters students-urban plan-
ning, regional planning, environmental planning, so-
cial-policy planning, and economic development. Ur-
ban design was briefly offered as an option, as was envi-
ronmental-health planning under a joint program with
the School of Public Health. Another reflection of the
department's flux had to do with the content of core
courses. During the 1969-70 academic year, an inte-
grated two-semester course was team taught as an ex-
periment. In the following year, the original theory and
quantitative methods core courses were reinstated.
The transition to a rotating Chair of the Department
in 1974 went smoothly. By this time a great deal of the
Department's work was distributed to the faculty through
committees. To stabilize both the faculty and masters
and doctoral programs, George Hemmens, the new
Chair, used the existing committee system. During his
four-year tenure, several joint programs were created,
including the joint program in law and planning.
Faculty research grew during this ten-year period. In
1969, the Urban Studies Program, previously admini-
stered by IRSS, became the Center for Urban and Re-
gional Studies (CURS), an independent entity report-
ing directly to the Provost. In response to urban prob-
lems beginning to surface in cities across the state, the
1969 session of the North Carolina General Assembly
appropriated funds to the Consolidated University for
urban research and extension services. The new line
item in the UNC-Chapel Hill budget provided CURS
firm funding and allowed recruitment of a permanent
staff. Jonathan Howes was brought to Chapel Hill in
1970 as the new CURS director.
Creation of CURS supported research into land
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development and urban issues
the original focus of the depart-
ment. Shirley Weiss and Edward
Kaiser completed their widely
respected studies of entrepre-
neurial decisions in the residen-
tial development process by
landowners, real estate agents,
financial intermediaries, land
developers, and homebuilders.11
With help in the field from par-
ticipant-observers and survey-
research associates, I carried out
a study on household activity
patterns in metropolitan Wash-
ington, D.C.. 12 Edward Kaiser,
with Maynard Hufschmidt and
others, prepared a widely dis-
tributed study on how urban plan-
ning and land use regulations
contributed to environmental
protection. 13
In the early seventies, Shirley The 1960s and 1970s saw the
Weiss, with Raymond Burby, Edward Kaiser and others,
undertook the first major evaluation of new towns in
America. 14 David Brower participated in a major review
of urban growth management for the Urban Land Insti-
tute, and with a team of planning and law students,
followed this with a study of development timing as a
means of managing urban growth. 15 Brower and David
Godschalk went on to examine constitutional issues in
growth management with the assistance ofanother team
of students. 16
Research in the Department from 1946 to 1978 has
been especially useful for teaching urban planning,
particularly in providing case studies and demonstra-
tions of methods of analysis. But teaching and research
are interdependent. Lack of case materials, inadequa-
cies in methods, or simply gaps in approaches available
for classroom use have also spurred new research. For
instance the study on the decision-making behavior of
entrepreneurs and the investigation of household activi-
ties and moving behavior provided the means ofexplain-
ing in the classroom the behavioral factors at work in
residential land use models.
DCRP's Strengths and a Final Note
In putting together this review of the Department
during the period of my nearly thirty years at Chapel
Hill, I developed some very clear conclusions about the
strengths of DCRP. I list them without elaboration.
Whether they have validity for charting future direc-
tions is left to the reader closer to the Chapel Hill scene.
Number one, the Department has been very alert to
Department expand its diversity.
change in the field and, indeed, has paced change as the
curriculum has evolved. Second, the Department has
always closely monitored the job market and has kept
the curriculum abreast of the requisite knowledge and
skills necessary for students to qualify in that market.
Number three, DCRP has assiduously searched out and
pursued private and governmental research and training
grants which consequentially enhanced both teaching
and research. Fourth, the Department has given close
attention to student recruitment and has been aggres-
sive in searching out sources of student financial aid.
Number five, the collegial atmosphere that has pre-
vailed among the faculty has been a hallmark of the
Department - no fiefdoms, no dissident wings. Finally,
department chairs have played a strong leadership role
in building each of the above listed strengths.
Now let me note what I consider to be the great
challenge to the Department and the planning field in
the future. For some time it has been clear that advances
in science, technology and medicine have prolonged life
expectancy the world over, and agricultural improve-
ments have made it possible to feed more people. The
global increases in population, particularly in develop-
ing countries, and rising expectations for an improved
quality of life increase pressure for access to a better life
through economic opportunities -pressure that can break
through national boundaries.
The magnitude of population growth and migrations
and the scale of economic expansion that will be re-
quired to accommodate this growth, will have a pro-
found impact on a finite land supply and on all resources.
Add to this the recently-discovered hole in the protec-
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tive layers of the atmosphere and its implications for
global change in the environment for all living things. It
may be that the planning field can have very limited
influence on these matters.
Despite the apparent intractability of these prob-
lems, I hope the planning field will "make no little
plans." In preparing students for job opportunities,
planning education must also prepare them for the great
challenges already upon us. It is my hope that DCRP will
be constantly addressing the big issues in each round of
curriculum review, not only in the design of core courses,
but also in the selection of areas of concentration and
courses that go with them. DCRP must choose carefully
where it allocates its resources and select options and
courses which are not only uniquely appropriate in a
planning curriculum today but which also emphasize the
creative use of planning theory and method in address-
ing monumental changes to come.cp
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Preservation Planning for Archaeological
Resources at the University of North Carolina
Patricia M. Samford
In a recent article on campus planning, the journal
Architecture summarized some of the current issues
facing academic institutions, forecasting that indicators
of declining enrollment in the 1990s have made college
administrators eager to improve their facilities as a
means of attracting students (Anonymous 1991:37).
This improvement often entails the construction of new
buildings, particularly science and technology centers.
While monographs and articles on university planning
generally stress the need for master plans which take
into account factors such as projected growth, costs,
effective land management, visual uniqueness, and trans-
portation (Dober 1992, Freeman et al., 1992, Junker
1990), preservation planning often receives little more
than lip service. Pointing out this obvious oversight,
Stephen Chambers (1990) has addressed the need for
preserving structures, green spaces and archaeological
resources of historical significance in his recent article
on university preservation planning. While structures
deemed to be of historic significance to academic insti-
tutions are more likely to receive consideration by uni-
versity planners, archaeological resources are rarely
given any attention.
Preservation planning became an important concept
in the early 1980s, under encouragement by federal
agencies concerned with cultural resource planning at
the state level (Heritage Conservation and Recreation
Service, 1980). The model outlined by the Heritage
Conservation and Recreation Service called for the
creation of state resource protection plans which iden-
tify important cultural resources, formulate research
Patricia Samford is currently enrolled as a graduate stu-
dent in the doctoralprogram in Anthropology at the Uni-
versity ofNorth Carolina at Chapel Hill. Prior to this, she
was a staff archaeologist for the Colonial Williamsburg
Foundation in Williamsburg, Virginia.
objectives, and create operating plans which make spe-
cific recommendations for managing these resources 1 .
Although intended for a broader level of planning, the
same model could be applied to preservation planning
at a university level. This paper will demonstrate how
this approach could be applied at the University of
North Carolina at Chapel Hill, by showing howa project
currently underway there could be expanded into a
preservation plan for archaeological resources on Uni-
versity-owned land.
The Bicentennial Project
Between the fall of 1993 and the spring of 1994, the
University of North Carolina at Chapel Hill will be
celebrating its Bicentennial Observance, commemorat-
ing its position as the nation's first public university.
While many people are aware of the historical impor-
tance of visible campus symbols, such as the Davie
Poplar and the Old Well, few realize that a great deal of
this history lies buried beneath university soil as ar-
chaeological sites. One project currently underway on
campus illustrates the importance of identifying, re-
cording and protecting the University's archaeological
resources. This multi-phase project, conducted by the
Research Laboratories of Anthropology in conjunction
with the Bicentennial Observance, began with the iden-
tification of potential sites through preliminary back-
ground research of historical sources. Early maps of the
campus, university records, secondary source materials
and oral history2 were used to provide a "short list" of
potential sites of archaeological interest (Steponaitis,
1991). As a result, fifteen potential areas of interest
which identify important cultural resources, formulate
research objectives, and create operating plans which
make specific recommendations for managing these
resourceswere located, largelywithin the confines ofthe
original campus (Carnes-McNaughton, 1991). Surface
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ARCHAEOLOGICAL SITES ON THE
UNC CAMPUS
Of the archaeological sites discovered during pre-
liminary testing, three have been chosen for more exten-
sive examination. In-depth background research has
been conducted for these three sites, recovering infor-
mation which reveals the close connection between the
University and the community of Chapel Hill.
The village of Chapel Hill was chartered by an act of
the General Assembly of North Carolina in 1789 in
conjunction with the founding of the University of North
Carolina. The location of the university was planned
along the summit of a high plateau and the buildings
included in the first campus planwere organized around
an open green. While virtually all of these first planned
buildings still survive and some have recently been re-
stored to their original appearance, others survive only
as archaeological sites. One of these was known as
Steward's Hall. This building,which stood in the vicinity
of New East and Davie, was the University's first dining
hall. Renowned among the students for its terrible food
and cockroaches, Steward's Hall was dismantled and
moved in 1847. A second area for which excavation has
been planned is in McCorkle Place. It is believed that
artifacts and architectural remains associated with an
encampment of Union troops at the close of the Civil
War may be found there.
The site that is currently scheduled for the most
extensive excavation, however, is the former location of
the Eagle Hotel. Originally constructed between 1793
and 1797 as a tavern, this building, during its lifetime,
served primarily as accommodations for visitors to the
campus and as lodgings for university students. Taverns
were an important feature of life in 18th and 19th
century towns, serving as centers ofcommunication and
socializing, as well as places where lodging, food and
drink could be provided to travelers and residents. The
Eagle Hotel became particularly renowned under the
ownership of Miss Nancy Hilliard. In addition to run-
ning a successful boarding house for students, Miss
Hilliard was also hostess to President James Polk when
he returned to the campus to give the commencement
address in 1847. A special annex was added to the hotel
to house the president and his party (Figure 1). After its
demise by fire in 1921, the site of the Eagle Hotel
remained largely untouched, providng archaeologists
with an ideal opportunity for excavation. Testing here
has revealed possible evidence of the fire, as well as
potteryand glass dating from the late 18th and early 19th
centuries.
Excavations on one or more of these properties will
begin in the fall of 1993, under the supervision ofDr. Vin
Steponaitis, director of the Research Laboratories of
Anthropology.
inspection of areas believed to contain sites was also
conducted as part of the first phase of investigation.
The second phase of the project involved soil auger-
ing and test excavations at the locations identified in the
first phase of research. Not only did this aid in more
precisely determining the locations of the sites, but also
their soil stratigraphy and general condition. In some
instances, testing allowed certain areas to be ruled out as
potential locations for future excavation due to damage
incurred through more recent construction or landscap-
ing. As a result of the soil augering and testing, the
original list of fifteen sites was narrowed down to three
sites which are currently under consideration for more
intensive archaeological excavation. More complete
documentary research has been undertaken for these
three sites, focusing on recovering information detailing
physical and functional changes to the properties through
time, as well as the roles they played in the history of the
university.
The third phase of this project, which will begin in the
fall of 1993 and continue through the following spring,
will be the excavation of one or more of these sites. The
excavations will be run by the faculty, staffand graduate
students of the Research Laboratories of Anthropol-
ogy. Since the investigations will be held in conjunction
with a two-semester class in historical archaeology, the
excavators will consist primarily ofUNC students, sup-
plemented with local volunteers. (See box at left)
Development of a Comprehensive
Archaeological Preservation Plan
While this bicentennial project was not initially con-
ceived of in terms of a comprehensive preservation
planning tool for University of North Carolina land, it
could easily serve as a springboard for developing such
a plan, with the crucial first step being the creation of a
comprehensive list of archaeological sites. This inven-
tory would encompass not only the immediate campus,
but University-owned lands such as the Mason Farm
Tract located south of campus. While archival research
would identify a large number of the sites dating forward
from the time of the first European settlement in the
area in the 18th century, references to prehistoric sites,
as well as some historic period sites, would not be
contained within documents. Therefore, the documen-
tary research would have to be supplemented with an
archaeological reconnaissance survey, which consists of
placing small shovel test holes or soil augers at system-
atic intervals over the property in question. Such a
surveywould serve the dual purpose of locating undocu-
mented sites, as well as verifying the presence of docu-
mented archaeological resources. More extensive test-
ing at locations which contain sites would provide infor-
mation on site function, dating, and boundaries, as well
as the presence of intact archaeological features, such as
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remains of building foundations, trash pits and burials.
Identifying and evaluating university-owned archaeo-
logical sites, however, is only an important first step.
Merely knowing where archaeological sites are located
does not provide for their protection. This inventory
would be used in conjunction with other sources of
information, such as primary and secondary historical
documents, oral histories and site predictive models to
develop a research design outlining archaeological pres-
ervation needs and research. The formulation of such a
research design could be used to evaluate the signifi-
cance of various types of sites. For example, archaeo-
logical excavation to date may have yielded a large body
of information about certain types of sites, while much
less is known about others. Prioritizing the sites based
on this and other factors will simplify decision-making
processes in situations where some archaeological sites
may need to be sacrificed in order to save others. A
preservation plan would provide archaeologists and
planners with a framework for decision-making about
archaeological resources on academic property.
A plan such as this, however, cannot work in isolation
from other procedures or plans within the university. To
date, relationships between archaeologists and planners
have generally been uneasy at best and at times adversar-
ial. Additionally, some planners still remain oblivious to
archaeology. Archaeologists may appear in the latter
stages of the planning process and are perceived as ob-
structionists standing in the path of development plans.
As a result, some planners and developers resist working
with archaeologists. Archaeologists, too, are often in-
sensitive to the needs of planners. This does not have to
be the case. Archaeologists will need to work in close
conjunction with other departments, such as develop-
ment and facilities maintenance, to formulate and im-
plement an effective strategy for managing archaeologi-
cal resources. If both parties took the time to learn the
objectives and work methods of the other, some prob-
lems could be avpoded.
The sometimes practiced policy of two or three day
notification in advance of ground-disturbing activity,
while providing archaeologists with the opportunity to
record archaeological resources as they are being de-
stroyed, is not a satisfactory arrangement for either the
archaeologist or the planner. When important archaeo-
logical remains are encountered, costly construction
delays often ensue while archaeologists record their
findings. Archaeological sites are a nonrenewable re-
source-once they have been disturbed or destroyed, the
information which they contained can never be recon-
structed. Developing research strategies which can best
address questions to be asked of the archaeological
resources requires advance planning. When taken into
consideration during planning phases, protecting or
recovering archaeological information can usually be
accomplished at little or no cost to the developers.
This could be accomplished by involving archaeolo-
gists in the planning phases ofdevelopment. This initial
involvement generally opens several options for nego-
tiation between planners and archaeologists. In some
instances, utility routes or building positions can be
altered to take locations of archaeological sites into
account. If construction plans cannot be altered, in-
volvement in the initial stages of planning allows ar-
chaeologists time to formulate and implement strate-
gies for recovering archaeological information well in
advance of actual construction. An important step would
be plotting the locations of all known archaeological
sites and archaeologically sensitive areas on a base map
which would be used by planners. Additionally, atten-
dance by a university-affiliated archaeologist at facilities
planning meetings would be a way to begin implementa-
tion of this process. This procedure has been used suc-
cessfully for some years in a large outdoor museum
setting by the Colonial Williamsburg Foundation. As a
result, a productive working relationship has evolved
between the Department ofArchitecture and Engineer-
ing and the Department of Archaeological Research.
Archaeological site locations are considered a factor in
development planning and if future work cannot allow
for the in-place preservation ofa site, enough time exists
for planning and executing the recovery of its informa-
tion.
Preservation Planning: Two examples from
UNC-CH
Two recent examples at the University of North Carolina
at Chapel Hill show how different approaches to the
preservation of University archaeological resources can
have very different results. The Mason Farm tract,
located south of campus is the current location of the
Finley Golf Course and the North Carolina Botanical
Gardens. Although a systematic archaeological survey
of this property has not been conducted to date, the
Mason Farm property is very archaeologically sensitive,
with nine known archaeological sites located within or
adjacent to the property (Ward, 1992a). In the 1940s,
Research Laboratories ofAnthropology Director Joffre
Coe partially excavated one of these sites (310r4d).
There, the excavations revealed a prehistoric Native
American village containing significant pit features dating
from the period AD 1000-1400 (Ward, 1992a). Some-
time in the 1980s, a sewer line was placed through this
known site, causing the destruction of unknown amounts
of archaeological information. Although the site loca-
tion was on file at the North Carolina Division of Ar-
chives and History, the environmental review process
failed to protect this important site. Better cooperation
between planners, developers, and archaeologists could
have prevented this destruction.
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A second example, however, illustrates how commu-
nication and cooperation between departments can result
in satisfactory results for all parties involved. During
planning stages for the construction of a new green-
house on the Mason Farm property, the staff of the
North Carolina Botanical Gardens contacted the Re-
search Laboratories about determining the existence of
any archaeological sites on the proposed building loca-
tion. Prior to construction, the Research Laboratories
of Anthropology inspected the proposed location and
found no significant archaeological remains (Ward, 1992b).
The cost of implementing a preservation plan is sure
to be an important concern. With rising costs and declin-
ing enrollment, university administrators can argue
convincingly that excavating archaeological sites might
not be the most effective use of university funds. How-
ever, while the benefits of a preservation plan would be
immense in terms of educational and public relations
opportunities, the cost to universities for the develop-
ment of such a plan can be negligible. Much of the
proposed archaeological reconnaissance survey and
background research could be accomplished in conjunc-
tion with class requirements, providing educational
opportunities to students as well as creating an impor-
tant database. In addition to providing information
about the history ofthe university in question, and, more
broadly, about local and regional development, preser-
vation planning could be a potentially valuable public
relations tool for the university. The placement of planned
excavations, in some ofthe most public areas on campus,
make them an ideal opportunity to educate the faculty,
students, visitors and the public about archaeology and
the importance of preserving archaeological resources.
Local historical societies are a wealth of information
and in many cases could provide volunteers for research
or excavation. As discussed previously, working with
archaeologists well in advance of actual construction
will also avoid expensive delays.
Although subsequent university development will
have damaged and in many cases destroyed these early
archaeological remains, numerous archaeological proj-
ects in even the heaviest developed urban areas have
shown that significant archaeological resources can still
exist
3
It is almost certain that important archaeological
resources, not only relating to the history of the univer-
sity, but to the early history of Chapel Hill, have already
been lost through construction and other similar dam-
age. For example, the area of Chapel Hill first settled by
Figure 1. The PolkAnnex of the Eagle Hotel built for President James Polk's 1847 visit
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European-Americans is believed to have been at the
present location of the Carolina Inn. The creation of an
inventory through archival research and archaeological
testingwould provide some indication ofwhat resources
have been lost in this fashion.
The focus of university preservation planning need
not and should not be restricted to the history of the uni-
versity. In the caseof the University ofNorth Carolina at
Chapel Hill, as with many other universities, the appear-
ance of the area before the establishment of the Univer-
sity would also be of interest. In the late 18th century,
this area was known as New Hope Chapel Hill and the
only known development in the area at that time con-
sisted of a mill, blacksmith shop and a chapel of the
Church of England (Battle, 1907:27). Colleges in colo-
nial America, while modelled after English medieval
universities, were often placed in remote areas, where
towns and cities grew up around them. This differed
from their English counterparts, which were founded in
established urban areas (Turner 1984:4). The effects of
American universities on the growth and development
of the surrounding area is an interesting and important
topic of research, since an "awareness of history and
culture is not merely a nicety in planning, it is basic to
understanding the community" (Hartley 1993:30). The
importance of understanding the growth and develop-
ment of the university is an integral key to understand-
ing the town of Chapel Hill, since it was in conjunction
with the University that the town appeared.
Conclusion
As the first public, state-supported university in the
nation, the University of North Carolina truly occupies
a unique position among academic institutions. At a
time of increased likelihood of future campus develop-
ment, university officials cannot afford to ignore its
important and nonrenewable archaeological resources.
This year of bicentennial observances, when the history
of the university is at the forefront, is an ideal time to
begin thinking about the assessment and long-term
preservation of the university's archaeological resources.
A properly conceived and executed preservation plan
that includes the responsible management of archaeo-
logical resources can be beneficial for the institution, its
students and the surrounding community. The time
seems ripe for developing a university-wide program
that could potentially be extended to other campuses
within the University of North Carolina system.cp
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Notes
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This paper addresses primarily archaeological resources.
2- William S. Powell, professor emeritus, of the UNC-CH History
Department was interviewed on May 23, 1991.
3- A recent and important example of this is the large 18th-century
African-American slave cemetery recently excavated in downtown
Manhattan. Details of this excavation can be located in an article
entitled "Bones and Bureaucrats; New York's Great Cemetery Im-
broglio" in the March/Arpil 1993 issue ofArchaeology magazine.
Universities and Community Development:
Three Case Studies from North Carolina
Isaac Heard, Jr.
Universities and colleges can influence the planning
and economic development of their host communi-
ties through a number of vehicles. They can become
partners with the municipality in which they reside, act
independently through a for-profit agent, or act through
a not-for-profit agent such as a communitydevelopment
corporation (CDC). Where there is an established com-
munity bordering on the campus, the university is very
likely to participate in a community-based development
corporation.
This article gives a brief overview of some aspects of
community economic development efforts that are as-
sociated with various universities. Particular emphasis
is placed on the outcomes of such efforts that are asso-
ciated with three schools in Mecklenburg County-the
University of North Carolina at Charlotte, Davidson
College and Johnson C. Smith University.
The U.S. Department of Housing and Urban Devel-
opment, in accordance with section 102(a)(4)(c) of the
Department of Housing and Urban Development Re-
form Act of 1989, awarded four and one-half million
dollars in 1992 to ten historically black colleges and
universities (HBCUs) from an applicant field of thirty-
four. The objective of this HUD program is "...to help
HBCUs expand their role and effectiveness in address-
ing community development needs, including neighbor-
hood revitalization, housing and economic develop-
ment in their localities...." The 1992 recipients' projects
covered a wide variety of programs including:
Isaac Heard, Jr., Executive Director of the Northwest
Corridor CDC, has worked as an urban planner, a home-
building company operating officer, and a business plan-
ning/research consultant in Charlotte-Mecklenburg as
well as an occasional lecturer at the University of North
Carolina at Charlotte. He holds degreesfrom Dartmouth
College, Harvard University and UNC-Charlotte.
designing, developing and implementing a small
business incubator;
providing training and technical assistance for not-
for-profit housing groups and community or-
ganizations;
• acquiring and rehabilitating deteriorated housing
for resale or rent to low- and moderate-income people;
• constructing new infill housing for low- and moder-
ate-income people;
• assisting private developers in the development of
community retail and service opportunities;
• developing and applying a Geographic Information
Systems-based analytical tool for community planning
and development; and
• creating job and training opportunities for low- and
moderate-income residents of public housing.
In North Carolina, Elizabeth City State University,
Johnson C. Smith University, North Carolina A&T
State University, and North Carolina Central Univer-
sity have received awards under this program. Each is
conducting a variety of planning and economic develop-
ment activities through the efforts of community devel-
opment corporations. These institutions, at least par-
tially, sponsor the CDCs.
Similarly, the U.S. Department of Health and Human
Services, Office of Community Services, has developed
a grant program to assist CDCs in their efforts to
implement economic development in distressed com-
munities. Bennett College in Greensboro has spon-
sored the formation of a community development cor-
poration which received a S500,000 grant under this
program. The CDC is developing plans to establish a
retail commercial center near the campus and to offer
affordable commercial space to local entrepreneurs.
The Mary Reynolds Babcock and Z. Smith Reynolds
Foundations are also major regional supporters of the
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efforts of universities and colleges as they engage in
planning and community development. In addition, Seedco
(Structured Employment/Economic Development
Corporation), a New York City-based not-for-profit,
has supported neighborhood partnership programs in
collaboration with historically black colleges and uni-
versities. Seedco has received grants from among others,
the Ford Foundation, the Charles Stewart Mott Foun-
dation and R.J. Reynolds Tobacco Company. In North
Carolina, Seedco has formed partnerships with Johnson
C. Smith University and Winston-Salem State Univer-
sity to fund the start-up phases of their community
development corporations.
Seedco's support for planning and economic devel-
opment also includes its Partnerships for Self-Suffi-
ciency Program. Seedco has selected five cities in the
Midwest where community-based organizations work
with a local college or university on job training and
employment. In Canton, OH, Stark Technical College
and the Association for a Better Community Develop-
ment, Inc. are starting a transportation-related training
business. In Dayton, OH, Partners in Rebuilding Day-
ton (PRD) and the University of Dayton are training
unemployed neighborhood youths in the construction
trades. PRD is a not-for-profit corporation formed by
four neighborhood development corporations.
In Lansing, MI, Seedco is working with Advent House
Ministries, Michigan State University, Lansing Com-
munity College and St. Lawrence Hospital to expand an
existing bakery/catering business. This partnership is
also investigatingstartinganappliancerepairand resale
business. The Milwaukee-based Lisbon Avenue Neigh-
borhood Development, Inc. (LAND) is working with
the University of Wisconsin-Milwaukee to plan the
operation of a business for women on welfare. In Wau-
sau, WI, Seedco has formed a partnership with the
Hmong Mutual Association and North Central Techni-
cal College to operate an as-yet-undefined training busi-
ness for Hmong refugees from Laos.
In 1992, Rebuilding Communities:A National Study of
Urban Community Development Corporations by Avis C.
Vidal of the New School of Social Research, found that
28 percent of the providers of technical assistance and
support to CDC's are university-based. This support is
usually provided through specialized, relatively free-
standing centers such as the Pratt Institute's Center for
Community and Environmental Design in New York
and Cleveland State University's Center for Neighbor-
hood Development. In North Carolina, the catalyst is
usually a dynamic university president with an under-
standing of the relationship between the future viability
of the institution and the economic, social and political
viability of the communities surrounding them.
These universities, in concert with existing commu-
nity resident associations, local merchants' associations,
churches and the general business community, are forg-
ing the links between "town and gown" that will insure
that each will survive and thrive in the future. Some-
times, it has been more than just the ties between the
university and the community that have been allowed to
deteriorate. Often residents with long time career and
educational associations with the universities have died
out and been replaced by other residents who have little
stake in, or appreciation for, the resource that the uni-
versity represents.
The University of North Carolina at
Charlotte
By the late 1970s, the patterns of growth in Meck-
lenburg County had become the topic of a continuing
and heated discussion. The Charlotte Mecklenburg Plan-
ning Commission, the builder/developer community and
the local news media were engaged in detailed and often
intense conversations about how and where major growth
should be occurring. All saw the need to prevent Char-
lotte from becoming another example of undifferenti-
ated urban sprawl with a declining quality of life.
After coasiderable discussion, a consensus was reached
that more forceful action was needed to offset the rapid
development occurring in the southern and southeast-
ern portions of the county. Research by the Planning
staff and University of North Carolina at Charlotte
(UNCC) geographers showed that residential and retail
development clustered in a planned mixed-use commu-
nity located near the campus and the University Re-
search Park would make the area even more attractive to
new employment sources. The Research Park began in
the late 1960s with 750 acres and has grown to more than
2,500 acres that have been developed with over four
million square feet of office and high technology uses
employing more than 10,000 persons.
The UNCC/Planning Commission team identified a
240-acre tract owned by the university as the most ap-
propriate site for this new planned mixed-use develop-
ment. However, the University had planned to make use
of this land for its future growth. After a planning effort
that drew in not only the Planning Commission and the
University but also the Research Park, the Foundation
ofUNCC agreed to assemble other acreage which they
could exchange with the University for the target site.
Approvals for the exchange, as well as related legal
questions, had to be cleared through the Council of
State and the Office of the Governor. The approval of
the County Commissioners was also needed because a
portion of the target site had been donated by them to
the University with the understanding that it would
revert to the County if it were not to be used for Univer-
sity purposes.
After a two-year detailed planning process that in-
cluded an international new town symposium in late
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1981, the "new town" plan was finally completed and
approved by the local governing bodies that controlled
zoning and public utilities extensions. In late 1982, after
a nationwide solicitation for proposals, the Carley Capital
Group was announced as the developer of the site. In
1984, construction on the anticipated $400 million project
began. A hotel/conference center complex, a commu-
nity shopping center, a major office complex and several
thousand residential units in a number of architectural
styles were developed around a ten-acre lake. In 1985,
the 130-bed University Memorial Hospital was built
immediately adjacent to the site. The local Hospital
Authority built the facility to support the rapidly grow-
ing population and employment base.
UNCC's involvement and the significant efforts of
many key administration and academic personnel helped
the Charlotte-Mecklenburg Planning Commission re-
direct growth in the county. The result was a well-
planned, pedestrian-scaled community with full ameni-
ties from the day it opened.
Davidson College
Not all planning and economic de-
velopment efforts of universities and
colleges are concentrated in urban areas.
Davidson College is a Presbyterian-
affiliated college founded in 1837 in
the extreme northern end of Meck-
lenburg County. It is a good 20-minute
trip from the heart of Charlotte on
Interstate 77. The College has been
and remains the single largest economic,
political and social force in the 4,200-
person town of the same name in this
rural/exurban area on the shores of
Lake Norman.
Within this bucolic setting, Davidson
College has undertaken a forward-
looking and thoughtful campaign of
planning and economic development that also reflects
an attitude of enlightened self-interest. Over the years,
the College has noted increasing difficulty in recruiting
and attracting new j unior faculty and staffbecause of the
rising cost of new housing. This only exacerbated the
problems that Davidson shares with other small private
colleges of paying salaries competitive with those of-
fered by the various state universities or the larger
private ones.
Much of the immediate pressure had begun to de-
velop as the Charlotte housing market expanded into
the area. The property around Lake Norman, which had
seen little significant activity for the 20 years following
its creation, was discovered as a location for both first
and second homes. The efforts of Mecklenburg County
to redirect some of its growth to the northern portions
of the county also attracted attention to unexploited
opportunities represented by the small town, exurban
and rural atmospheres of Davidson.
Many new and junior faculty and staff at the College
found themselves having to live further away from the
campus because of the relatively limited and expensive
housing that was near the campus. This situation worked
in direct opposition to the concept of an academic
community where there was a strong and continuing
interaction among not only the students and the faculty
but also among the faculty and staff.
Enter Davidson College as planner and economic
development catalyst. As is the case with many schools,
Davidson occasionally receives donated property and
lands that are not directly adjacent to the campus and
thus are difficult to integrate into the educational mis-
sion of the institution. The old 98-acre McConnell farm,
a little more than a mile from campus, had originally
belonged to an early 20th century College physician and
The McConnellproject allows Davidson to provide affordable housing to faculty and staff.
Biology professor. The land has been owned by a College
subsidiary, the Davidson College Development Corpo-
ration, and leased to area farmers since the 1950's.
Recently, the College developed a plan to use the land to
address its faculty and staff housing problems.
The development concept is fairly simple. The Col-
lege, which owns the land, has formed a partnership with
a local land developer and a home builder. The College
sells the land to the land developer who makes the
appropriate improvements resulting in a subdivision
with platted lots, streets, curbs and gutters, water/sewer
service, planned open space, etc. When a College em-
ployee indicates an interest, the College buys back from
the developer a finished lot. The developer and builder
are free to sell to the general public the houses and lots
not bought by the College.
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The arrangement between the College and its em-
ployee is straightforward: you may lease your lot from
the College and build a new house there. The lease is for
99 years and there is a small "land use fee" that the home
owner pays to the College beginning in year six of the
land lease. As a result, home owners can now spend
more on a house because they are not financing the cost
of the land. In a typical $140,000 home $35,000 is for the
price of the lot and only $105,000 is for the price of the
house. The home owner can now afford to spend $140,000
on the house. However, College employees can also
purchase the lots outright before they are offered to the
general public. In addition, the College has innovative
programs that offer down payment and mortgage assis-
tance. The down payment assistance ofup to five percent
is only available to those who might wish to live in the
McConnell neighborhood, and may be used in conjunc-
tion with a leased lot arrangement. The monthly mort-
gage assistance option is available for any home pur-
chased within two miles of the campus.
When a faculty or staff member is ready to leave the
College, they settle with the College for the appreciated
value of the leased lot. In effect, they are able to pay the
bulk of the land use fee in such a way that they share with
the College in appreciation of the property. At the time,
the College also has a "right of first refusal," and can
purchase the house so that it can be made available to
other employees under similarly advantageous terms.
Throughout their occupancy as "home owners," the
faculty or staff members pay the property taxes on the
land and the improvements just as though they owned
it under a fee simple arrangement. Ownership of houses
purchased under these provisions can not be trans-
ferred except to a surviving spouse of a College em-
ployee. Instead, the house must be sold under College-
sanctioned procedures.
The first 37-lot phase of the 198-lot McConnell
neighborhood, was opened for sales in October 1992.
By early December there were ten contracts with buy-
ers being evenly split between College personnel and
the general public. Of those 37 lots, seventeen have
been allocated for College personnel and 20 for gen-
eral public sales. Development phases of approxi-
mately 30 lots are planned for each succeeding year
until the entire "neighborhood" has been completed.
The College expects approximately 25 to 30 percent of
the entire neighborhood to be developed under the
land lease scenario.
The College's control of the land and lack of interest
in short-term profits makes them a very stable partner
for the land developer and the builder. As a result, the
College's involvement has made this neighborhood
more attractive to potential homebuyers. First Union
National Bank has already agreed to handle the perma-
nent financing and Fannie Mae approval will probably
have been received by the time this article is published.
This has not been the only experiment with housing
that Davidson College has tried over the years. Among
other things, they leased College-owned houses directly
to their personnel. Over time, however, many of these
efforts have proven to be inadequate to meet the full
scope of the need. Programs like Davidson's have also
been attempted at Princeton and the University of Cali-
fornia at Irvine. In all of these cases, the institutions' in-
volvement in planning and economic development of-
fers potential partners, as well as bankers, a better
feeling about the risks associated with the volatile real
estate market.
Johnson C. Smith University
In late 1985 a group of men and women met on the
campus of Johnson C. Smith University in Charlotte.
Their purpose was to chart a strategy to improve the
lives and environment of the residents of the area cen-
tered on Beatties Ford Road near this historically black
university. These neighborhood, business and civic lead-
ers were concerned with the environmental quality,
neighborhood services, economic opportunities and
housing stock in this largely black and economically
depressed area. In 1985, Charlotte had been experienc-
ing phenomenal growth and prosperity, however, the
Historic Biddle Hall on the campus ofJohnson C. Smith.
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area around the University continued to be affected by
many problems endemic to deteriorating inner city neigh-
borhoods such as crime, poor housing, the absence of
neighborhood amenities and little or no employment.
At the conclusion of the meeting, those in attendance
agreed to form a coalition to develop and support a
revitalization effort. The concept came to be known as
"Project Catalyst" and was aimed at those neighbor-
hoods immediately adjacent to the University. Over the
next several years, the Project Catalyst task force devel-
oped a plan for these depressed communities. Theywere
also able to raise over 5150,000 in public and private
funds to pursue a number of focused objectives. These
objectives included:
• conducting a demographic survey of the population
living in the area;
hiring a part-time coordinator to help better organize
the citizens and to engage them in discussion and
analysis of community needs;
• developing a vision, a land use plan and a site plan for
what the target area could become; and
• encouraging substantial corporate, philanthropic and
local government support for the revival and renewal
of the badly depressed communities.
The task force remained in existence for almost four
years and was moderately successful in achieving these
objectives. However, the participants recognized that a
more formal mechanism with an appropriate funding
base was needed to fully realize their vision for the area.
The decision was made to form an official community
development corporation. With the consent of the task
force and neighborhood leaders, the President of the
University and his staff began to solicit foundations to
secure funding for the establishment of such an entity.
In the spring of 1989, Johnson C. Smith University
was invited to submit a proposal to the Ford Foundation
for support under their urban initiatives project. After a
year of discussions and negotiations, the Foundation
made a grant of $175,000 to the University through its
intermediary Seedco. A not-for-profit, community-based
development corporation was established as the instru-
ment for empowering the twelve formally organized
neighborhood associations in the northwest quadrant of
the city.
In February 1991, the Northwest Corridor Commu-
nity Development Corporation was established and
officially incorporated. The Corporation is a coopera-
tive effort of the citizens and businesspersons of the
Corridor, Johnson C. Smith, the neighborhood associa-
tions, the corporate community and the City of Char-
lotte. Governed by a fourteen-member board, the CDC
has established the following specific objectives:
to create a positive image for the Corridor;
• to spur economic development with an emphasis on
nurturing and creating opportunities for residents to
own, manage and operate businesses in the Corridor;
to develop affordable and desirable mixed-style hous-
ing in the Corridor;
• to nurture community pride in all citizens of the Cor-
ridor; and
• to address the human service needswhich are appropri-
ate for a community-based CDC.
The Corporation, whose offices are housed on the
campus of the University, worked closely with the Uni-
versity, community leaders, the City of Charlotte (through
its Community Development Department staff), and
business leaders to refine the vision begun under the
Project Catalyst effort.
The second direct outgrowth of the efforts of Project
Catalyst was the founding of the West Charlotte Busi-
ness Incubator. One ofthe major problems identified by
the earlier group was the lack of retail and service
providers within the community. This situation was
compounded by a lack of experience and support gener-
ally available to those persons who might wish to de-
velop retail and service businesses. The Incubator was
designed to protectively nurture new businesses, and
thereby to increase their chances ofbecoming economi-
cally viable.
The Incubator not only provides space where new
businesses can operate at reduced lease rates, but also a
network of supportive and educational services. After
three years under the umbrella of the Incubator, busi-
nesses are expected to have become strong enough, and
their operators skilled enough, to enter into and prosper
in the regular business environment.
To facilitate the development of the Incubator, the
University leased two acres of its land to this new opera-
tion for one dollar per year for 20 years. The Incubator
was dedicated in July 1991 and is now functioning with
approximately 20 minority entrepreneurs on site. The
10,000-square foot facility is a substantially rehabili-
tated Civil War-era iron works that supplied cannon-
balls to the Confederate navy.
The third major outcome of Project Catalyst was the
design and implementation of a streetscape plan for the
West Trade Street/Beatties Ford Road corridor. This
$1.2 million, City-funded public improvement sched-
uled to be completed in 1994 includes:
• the realigning and improving of the Five Points
intersection immediately in front of the University
campus;
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the design and implementation of a new, heavily-land-
scaped pedestrian entrance to the campus involving
the relocation of an historic stone arch;
• major tree planting and landscaping projects at the
Interstate 77/West Trade Street and Brookshire
Freeway/Beatties Ford Road interchanges; and
• the construction of landscaped focal points/pocket
parks on each of the major approaches to the im-
proved Five Points intersection.
To support its core operations, the CDC has recently
been awarded a $407,000 grant from the United States
Department ofHousing and Urban Development under
its "Historically Black Colleges and Universities Pro-
gram." Specific projects have been identified for im-
plementation during the three year life of this grant.
These include:
• the construction of an office/retail complex at the Five
Points intersection immediately across from the
University;
• the development of affordable housing for low- and
moderate-income residents, as well as the revitaliza-
tion of aging, moderate-income housing stock al-
ready in existence;
• the creation of economic development opportunities
both in terms of outlets for locally-consumed goods
and services, and for new jobs for Corridor residents;
and
• the development and implementation/coordination of
a plan to address the multi-faceted human services
needs of the community residents.
In pursuit of these goals, the CDC has recently suc-
cessfully negotiated a $200,000 line of credit to capital-
ize a Community Real Estate Fund (CREF). The pur-
pose of this subsidiary not-for-profit corporation is to
acquire vacant parcels for infill residential develop-
ment. NationsBank, First Union National Bank, and
Wachovia Bank and Trust were responsible for provid-
ing this initial funding. Discussions have been initiated
for a similar instrument dedicated to non-residential
development.
The CDC is also workingwith the owners of a deterio-
rating shopping center within the Corridor to provide
gap financing through its foundation sources and the
City of Charlotte. For its assistance in this effort, the
CDC expects to acquire a substantial ownership interest
in the redeveloped shopping center. Another benefit of
this arrangement should be the creation of a continuing
income stream to help cover core operating expenses for
the CDC when grant funding ends in three years.
Another of the CDC's projects is to negotiate with
local banks for construction and permanent financing of
a small office and retail complex. If successful, this
project will be built on the site of an abandoned furni-
ture store presently owned by the University. The CDC
and the Universitywould be partners in the venture that
might net the CDC not only an additional income stream
to help with future operations, but also office space
independent of the University campus.
Finally, theZ Smith Reynolds Foundation has awarded
the CDC a $50,000 grant. These funds will support a
detailed human services needs assessment for Corridor
residents, as well as several phases of predevelopment
activity for the infill housing projects previously dis-
cussed.
Conclusions
The efforts ofthese three schools have and are signifi-
cantly influencing development in Mecklenburg County.
In the case of UNCC, the effort resulted in the coales-
cence and implementation ofimportant public policyon
growth management in northeastern Mecklenburg
County. In the case of Davidson College, the broader
goals of the school were effectively integrated into the
private sector housing market's functioning. In the case
of Johnson C. Smith University, the effort will result in
the implementation of a major public policy on neigh-
borhood revitalization in the Northwest Corridor.
Efforts in the Northwest Corridor continue to find
grant money as well as sensitive, patient capital and
funds for predevelopment activities. Where UNCC was
able to work with municipal governments and its Foun-
dation, and Davidson College was able to craft an agree-
ment with a local develope, Johnson C. Smith University
and the Northwest Corridor CDC must generate part-
ners to assist in their efforts. At least in part this is
because the Davidson and UNCC area efforts were
easily integrated into the private market function. The
challenge in the Northwest Corridor will be to supple-
ment, augment and leverage private market functions to
make them work to the advantage of a distressed
community.cp
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For generations, America's brightest students have
followed a College Prep course ofstudy during their
high school years. While this group ofstudents has been
guided through their high school experience, the major-
ity of students have been left to their own devices to
select the courses in which they will enroll. Being human
beings and prone to human weaknesses, these students
have usually chosen the path of least resistance and
taken the least demanding courses possible. Few stu-
dents take Algebra by choice! Often, the only goal for
the majority of students has been to finish. Unfortu-
nately, as our nation's high drop-out statistics indicate,
finishing school has not always included receiving a
diploma.
There is a certain irony in this scenario. Not trusting
the intellect of our more advanced students to make the
correct choices, we, as educators, have designed their
curricula. Conversely, we have entrusted our average
and below-average students with the decisions regard-
ing the selection of their high school coursework, deci-
sions that will affect their lives ever after. In so doing, we
have failed to provide instruction in the concepts and
skills needed to guarantee a decent future for the major-
ity of our students.
Upon leaving high school, today's students enter a
world of work which is vastly different from that which
their parents faced. The technology revolution has radi-
Joseph W. Grimsley has been the president ofRichmond
Community College since 1 985. Prior to that, he served as
Secretary of the N.C. Department ofAdministration and
Secretary of the N.C. Department of Natural Resources
and Community Development. Dr. Anne B. Crabbe is the
director ofthe Executive Leadership Program at Richmond
Community College. Previously she was the executive
director ofthe Future Problem Solving Program, an inter-
national educationalprogram to develop problem solving
and creativity.
cally changed all aspects of our lives, especially the
workplace. Very few jobs for unskilled workers exist
anymore, and those that do, offer wages at the bottom of
the pay scale. Fast-food restaurants, often depended
upon to provide the first jobs for many teens, may
become so automated that these jobs will disappear.
Recently, a friend stopped for a soft drink at a Hardee's
Restaurant in Raleigh. Diane placed her order with the
girl behind the counter,who pushed a few buttons on her
cash register/computer. Diane then saw a cup drop onto
a conveyer belt, where it was filled with ice and the soft
drink of her choice. Next, a plastic cover was placed on
the soft drink. No human was involved in the prepara-
tion of Diane's soft drink. How much longer will it be
before Diane punches in her own order on the com-
puter, inserts a plastic debit card for payment, and
receives her whole meal without any assistance from a
human being? And when this happens, what will our
poorly educated young people (and some not-so-young
people) be doing for employment?
The same type ofautomation is occurring in manufac-
turing plants, printing plants and health-care facilities,
to name but a few. The technology revolution has per-
meated almost every aspect of life. If our youth are not
prepared to function successfully in a world driven by
technology, they will find themselves without the means
to advance in their career fields. They may, in fact, find
themselves without the skills necessary to find any
employment. Jobs that require little or no thinking and,
few, if any, physical skills needing special training are,
like the dinosaurs, rapidly reaching the point of extinc-
tion in this country. The number of low-skilled jobs has
been further reduced by the fact that many American
manufacturers are building plants out of the country to
take advantage ofthe lower wages in less technologically
advanced nations.
Those who enter today's workforce need to have a
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firm academic and technological foundation. They need
to be able to think and solve problems. Education is
more important than it has ever been, and more educa-
tion is more important than it has ever been. A high
school diploma, even one earned by taking challenging
coursework, is no longer sufficient to secure a good job.
An Associate Degree from a two-year community/tech-
nical college is now a basic requirement for many em-
ployers.
The Richmond County Experiment
In 1986, Doug James, Superintendent of Richmond
County Schools and Joe Grimsley, President of Richmond
Community College, were searching for a better way to
prepare the students of Richmond County for the
workplace. President Grimsley was hearing complaints
Anatomy courses allow students to get a head start on health care professions.
from his faculty about the frequent need for remedial
coursework for students entering college from Richmond
Senior High School. Superintendent James was frus-
trated that the open-admissions policy of the college
allowed anyone to enter, thereby reducing the motiva-
tion for students to take challenging courses in high
school. Dropout rates at the high school were high
(though consistent with the state averages), and many of
the students who did receive their diplomas were poorly
prepared for employment or going on to school. Both
men knew the system was not working.
In their search for a solution, they came across Dale
Parnell's book, The Neglected Majority. Parnell focused
on the unchallenging and unstructured education being
provided for the middle majority ofstudents. He empha-
sized the need for producing a more technically ad-
vanced group of graduates in order to fulfill the needs of
the job market. Parnell suggested a "2 + 2" model in
which high school students would have a more rigorous
course of study in both academics and vocational courses
during their junior and senior years, and then move
directly into a two-year Associate Degree program at a
two-year community/technical college. Tech Prep was
the name Parnell gave to this approach. Tech Prep,
which stands for Technical Preparation, is a structured
and challenging course of study designed to provide
training for students who are interested in careers of a
technical nature: accounting, nursing, medical technol-
ogy, electronics, and drafting, for example. Through a
blending of higher level academic and vocational/tech-
nical courses, Tech Prep prepares high school students
for the advanced courses required by two-year technical
and community colleges.
Grimsley and James agreed with the concepts offered
by Parnell, but both believed
that the junior year was too
late to start such a program. By
their junior year in high school,
many students had already
dropped out mentally, if not
physically. They believed the
intervention, to be effective,
needed to be started earlier.
They expanded the high school
course ofstudy by two years, so
that the Richmond Tech Prep
model is a "4 + 2" approach
beginning in the 9th grade. In
reality, because Tech Prep
requires each student to be
achieving on or above grade
level in all courses, the con-
cept permeates the entire edu-
cational experience, from en-
trance into kindergarten
through the awarding of the Associate Degree. The
progress ofall children at all grade levels must be closely
supervised and assessed to insure they are not falling
behind. Those children who do not learn as quickly as
their peers may need special help and more time to
enable them to achieve at grade level.
Components of Success
In the years since the inception of Tech Prep, many
changes have been made as the concept and the tangible
products have been piloted and modified. The process
has been, and continues to be evolutionary.
Currently, there are twelve components which have
been identified as being critical to the success of Tech
Prep. Those components are:
1. Commitment of Key Leaders. It is crucial that the
superintendent of schools, the president of the commu-
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nity college, and key community leaders are committed
to the concept ofTech Prep. It is also essential that they
make that commitment known to all persons associated
with the institutions.
2. Collaboration ofKey Leaders. In addition to being
committed to Tech Prep, the key leaders in the area need
to be willing to work collaboratively. This means giving
up turf and working as a team for the benefit of all
students. One of the primary reasons that Tech Prep has
been so successful in Richmond County is the personal
collaborative leadership of the Superintendent and
President. They approach education issues from a "what
is best for the students" perspective and leave egos and
territorial issues outside the door. Ironically, putting
aside individual egos has resulted in both systems receiv-
ing multiple awards and plaudits from the state and
national levels for their work on Tech Prep.
3. Staff Orientation. All faculty and staff members
need to understand the changes that are taking place in
the world (the movement from an industrial society to a
service/information society, the role of technology in
the workplace, the impact of the global marketplace,
etc.) and how Tech Prep is a viable educational solution
to responding to those changes. They also need to know
the basic philosophy and structure of Tech Prep, and
that the leaders are committed to making Tech Prep a
success.
4. Articulation Agreements. These are agreements
between the community college(s) and the school
district(s) that allowstudents to progress without dupli-
cation of efforts from secondary to post-secondary pro-
grams. Such agreements should also make provisions
for students to earn college credit for college-level work
mastered while in high school (Advanced Placement).
5. Curriculum Review. Assessments of courses and
programs (both vocational and academic) need to be
done on a regular basis, in order to determine the appro-
priateness and relevancy of content, to insure that there
are no gaps in information, and to remove duplication of
instruction. As a result ofthe review, it is likely that some
courses will need to be eliminated and new ones added.
Input from local employers is particularly beneficial in
these endeavors, for they are most attuned to the skills
and knowledge needed in the workplace.
6. Course of Study. Structured courses of study need
to be developed in major career fields, such as Business
and Health Occupations. Each course of study should
include required and recommended academic and voca-
tional courses. Coursework included should fulfill basic
educational needs and the needs of the targeted career
fields. Input from local employers is very helpful with
this aspect of Tech Prep.
The Richmond County Tech Prep model has three
career clusters: Business; Engineering (industrial,
mechanical, and electrical); and Health and Human
Services. Students interested in nursing, for example,
would be enrolled in the Health and Human Services
cluster. Inaddition to their vocational courses related to
nursing, they would also take a sequence of science
coursework that would include chemistry, biology, and
anatomy. All Tech Prep students are required to enroll
in a sequence of math courses beginning with Algebra I
and leading to Algebra II.
7. Relevancy of Instruction. Almost all students learn
better if they understand a relationship between the
information and skills being taught and the potential for
their use in the real world. Teachers should design their
teaching activities to help students understand why the
information and/or skills are important.
Integrating vocational/technical and academic courses
makes instruction more relevant. Academic courses
should emphasize practical uses of information, while
vocational courses should include lessons that require
students to use their academic skills, such as reading,
writing, and mathematics. There have been successful
efforts by teams of teachers to integrate the vocational
and academic coursework. For example, keyboarding
teachers and English teachers have worked together to
help their students produce reports that are grammati-
cally correct, well written, and accurately and attrac-
tively presented. Such collaboration between teachers
strengthens the concepts and skills to be learned and
makes learning in both classes more relevant for the
students. With good planning and a little luck, the age-
old question from students (WHY do we have to learn
this?) may be eliminated or at least diminished.
8. Staff Development. Many teachers need to upgrade
their subject area skills and knowledge, particularly in
the vocational/technical areas, where information and
procedures are changing so rapidly. A partnership of
local businesses and the school district in Cleveland
County, North Carolina has resulted in selected voca-
tional/technical teachers attending staff development
workshops sponsored by local plants for their employ-
ees. The teachers have come away with a greater appre-
ciation of concepts and skills needed to be taught and
have begun to modify their course outlines and teaching
styles accordingly.
As courses are updated or eliminated, teachers will
need to adapt. At Richmond Senior High School, Tech
Prep resulted in the offering ofmore sections ofAlgebra
and fewer ones in General Math. That meant that some
mathematics teachers needed a refresher course in Algebra,
so they could make the transition.
Teachers also need to move from lectures to methods
of instruction in which the students assume a more
active role and the teacher spends more time in a facili-
tator role. Business and industry are asking for employ-
ees who can think on their feet, solve problems, and
work as members of a team. If the schools are going to
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deliver that typeof person, the manner inwhich instruc-
tion takes place has to change.
9. Career Guidance. Helping students assess their
abilities, aptitudes, and interests is essential to guiding
them into the appropriate Tech Prep cluster. It is also
important is providing them with information about the
array of career options available in their areas of inter-
est. A guidance program to provide these services needs
to be in place.
10. Marketing. It is not enough to have a successful
program or product. That program or product must be
"sold" to the intended audience. Tech Prep means change,
and change usually is accompanied by resistance. Suc-
cessful marketing is crucial to overcoming resistance. In
the case of Tech Prep, the audiences are internal (teach-
ers, administrators, students, and parents) and external
(employers and the community-at-large). Local em-
ployers in Richmond County have been extremely help-
ful in marketing. Prior to registration periods, many
employers have placedbrochures explaining and pro-
moting Tech Prep in the paycheck envelopes of their
employees.
11. Collecting Results. In order to assess the effects of
Tech Prep, a system for collecting and analyzing data
must be in place.
12. Reviewing and Revising. Tech Prep is not a static
entity. It is, and should be, a constantly evolving and
changing process. A system needs to be provided for
regular review and interpretation of the data. From that
information, the school leaders need to decide what, if
any, changes are necessary to improve the program and
Tech Prep emphasizes the importance of computer skills, preparing students for community colleg
the results.
Tech Prep, however, is much more than a course of
study or a set of components. It is primarily an attitude.
That attitude, which is absolutely essential, says to the
students, "You are capable, you can achieve, and you are
expected to achieve." Administrators, teachers, and stu-
dents need to believe that this is the case and allow that
belief to govern their actions.
Tech Prep Achievements
Changing attitudes is definitely the greatest challenge
for Tech Prep or for any activity in which human beings
are involved. But for Tech Prep to succeed, it is essential
that the administrators and teachers believe that every
student can learn and achieve. That premise has become
a reality in Richmond County, where students are
demonstrating that their teachers' faith in their abilities
is well founded.
Since the implementation ofTech Prep in Richmond
County in 1986, the results have been most impressive.
Early critics of the program warned that if the course-
work was made more challenging, more students would
drop out. Contrary to that belief, the opposite has
occurred. The average annual high school dropout rate
for grades 9- 12 has decreased from 7.2 percent per grade
(28.4 percent for the four grades) in 1985-86 to 2.95
percent per grade (11.8 percent for the four grades) in
1991-92. Of the 153 children who dropped out of school
in 1990-91 in Richmond County, only 23 (15 percent)
were Tech Prep students. The majority of dropouts
(1 14-74.5 percent) were students who were not enrolled
in College or Tech Prep




that more students were
beginning to see col-
lege as a real possibil-
ity. Each spring, the
State of North Caro-
lina administers a sur-
vey to high school sen-
iors about their post-
secondary plans. In
1984, 48 percent of
Richmond County
seniors indicated that
they intended to go on
to a two-year or four-
year college or univer-
sity after graduation. By
1992, that number had





that students are beginning to understand and respond
to the need for post-secondary education to prepare for
the workplace. They also imply that students are chang-
ing their attitudes about their abilities to pursue a col-
lege degree and are seeing themselves as more capable
persons.
Not only are more students indicating their inten-
tions to attend college, but most are actually following
through on those intentions. Surveys of 1989 and 1990
high school graduates showed that 67 percent of the
1989 graduates and 68 percent of the 1990 graduates
were attending college. Additional information revealed
that the 1989 and 1990 graduates of Tech Prep, who
were enrolled at Richmond Community College, had
a combined grade point average that was higher than
that of the non-Tech Prep students.
One of the requirements of the Tech Prep course of
study is enrollment in Algebra I, the first step toward
completion of a sequence of math courses to include
Geometry and Algebra I and II. In 1986, those who
resisted Tech Prep warned that adding less capable
students to Algebra would result in a lowering of the
average scores on the North Carolina Algebra I end-
of-course tests. Despite the increase in the number of
Richmond High School students taking and complet-
ing Algebra I (from 47.1 percent in 1984 to 72.2
percent in 1992), the average scores did not fall. In fact,
the core scores of Richmond High School students rose
from 53.6 percent in 1986 to 62.2 percent in 1992. While
still below the state average of67.4 percent, the scores of
Richmond County students are definitely higher than
they were six years ago, and the gap is narrowing.
Because of the success of Tech Prep in Richmond
County, in 1989, the North Carolina State Board of
Education and the North Carolina State Board of
Community Colleges passed a Joint Policy Statement
supporting the expansion of Tech Prep into all public
school districts and community college service areas in
North Carolina. In support of this action, they provided
funding to establish the North Carolina Tech Prep
Leadership Development Center in Richmond County.
The purpose of the Center is to help other North Caro-
lina school districts and community colleges develop
and refine Tech Prep in their own areas. Two basic
methods of assistance have been made available:
(1) once-a-month, site visits in which guests travel to
Richmond County and spend a day listening to presen-
tations by Richmond's key players (president ofcommu-
nity college, superintendent of schools, junior and sen-
ior high school principals, vocational director, college
admissions director, etc.) and touring Richmond Senior
High School to observe many of the classes; and
(2) technical assistance by the director of the Center,
who travels to school districts upon receiving requests
for assistance.
Recently, Richmond County was named as one of the
seven national Tech Prep demons tration sites for the
federal Department of Education. In this capacity,
Richmond County Schools and Richmond Community
College will be providing assistance in Tech Prep to
school districts and community colleges all over the
country. The means of assistance will be similar to that
already being provided through the Center. In addition,
the federal project will enable the Center staff to extend
Tech Prep training to an even broader audience.
The Richmond CountyTech Prep model has been the
recipient of other awards. In the spring of 1992, the
Graduation Rate for Richmond High School
Figure 1.
Richmond Community College/Richmond County School
District team was one of three teams from across the
nation to receive the Parnell Tech Prep-Associate Degree
Award presented by the American Association of
Community and Junior Colleges (AACJC). In Septem-
ber 1992, the two institutions were again recognized for
their accomplishments when they were presented the
R.J. Reynolds' Tech Prep Founders Award.
It is important to look at Tech Prep in relation to
other educational movements and directives currently
underway in the nation. The most dominant is the
America 2000 movement, initiated in 1991 by President
Bush and the nation's 50 governors. America 2000 set
forth six educational goals for the nation for the year
2000. Tech Prep directly responds to five ofthe six goals:
1. The high school graduation rate will increase to at
least 90 percent. Tech Prep has resulted in the dropout
rate for Richmond High School falling from 7.2 percent
per class (28.8 percent for the four years) in 1986, to 2.95
percent (11.8 percent for the four years) in 1992. With
this degree of progress, it is fully expected that Richmond
County will achieve the 90 percent graduation goal by
the year 2000. (See Figure 1)
2. American students will leave grades four, eight, and
twelve having demonstrated competency in challenging
subject matter, including English, mathematics, science,
history, and geography; and every school in America will
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ensure that allstudents learn to use theirminds well, so they
may bepreparedfor responsible citizenship, further learn-
ing, and productive employment in our modem economy.
This goal is consistent with several sub-goals of Tech
Prep, one of which is that students will be at or above
grade level in all courses at all grade levels. Another
objective of Tech Prep is that students are challenged to
use their minds; learning does not focus on the memori-
zation of information, but rather, on the utilization of
information. The primary purpose of Tech Prep is to
"prepare students for productive employment in our
modern economy."
3. U.S. students will be the first in the world in science
and mathematics achievement. Tech Prep students are
required to take a sequence of math courses beginning
with Algebra I and leading to Algebra II. They are also
required to take a sequence of higher-level science
courses that are related to their chosen career cluster.
For example, a student in the Engineering cluster wish-
ing to go into electronics would take physics or Prin-
ciples of Technology. These courses are a long way from
the general math and general science classes that they
might have selected had they been General Education
students. Very few of these unchallenging courses still
exist at Richmond High School, for there are very few
students who are not in a College Prep or Tech Prep
program. By taking more challenging coursework in
math and science, Richmond County students are doing
their part toward bringing the nation back into a posi-
tion of prominence in the areas of math and science.
4. Every adultAmerican will be literate and willpossess
the knowledge and skills necessary to compete in a global
economy and exercise the rights and responsibilities ofciti-
zenship. Communication skills are an important part of
Tech Prep; each student is expected to be able to read,
write, and communicate at grade level. The primary goal
of Tech Prep is to prepare the students to compete in a
global economy by insuring that they have the necessary
knowledge and skills.
5. Every school in America will be free of drugs and
violence and will offer a disciplined environment condu-
cive to learning. Guests taking part in the on-site visita-
tion to Richmond Senior High School are first struck by
the orderliness and cleanliness of the school. Though
the building is twenty years old, it looks as though it is
new. The grounds are clean and well-kept. The next
impression one gets is the feeling of productivity. Stu-
dents and teachers move about with a purpose; there is
no loitering. In the classrooms, it is often the students
who proudly present the information about the courses.
While hardly professional presenters, they do a fine job
of explaining the information and responding to ques-
tions. The pride they have for their program is apparent.
These youngsters have little time for drugs or violence.
They are too busy working on challenging courses and
too proud of what they are doing to ruin their futures
with drugs.
6. All children inAmerica will startschool ready to learn
This goal focuses on preparing children for school, so it
is not directly affected by Tech Prep. However, since
Tech Prep students are expected to be on or above grade
level as they progress through school, it is very impor-
tant this goal be realized. Tech Prep may indirectly
provide motivation for the achievement of this sixth
goal.
The first wave of Tech Prep students to progress
through four years at the secondary school level and two
years at the college level have just recently graduated.
There is a great deal of interest in what happens to these
young people and how they will fare in the workplace.
Common sense tells us they will succeed, but so far there
is little data to support that assumption. The academic
and technical skills they have acquired should serve
them well. Still another factor needs to be considered:
Tech Prep students have had high expectations placed
upon them, and, having met those expectations, they are
exiting their formal schooling with a sense ofconfidence
and importance.
During one of the tours of Richmond Senior High
School, a visiting principal from Nebraska, who was
debating whether or not to implement Tech Prep in his
school, asked a student what he thought was the best
thing about Tech Prep. The student thought for a few
seconds and then responded, "Tech Prep makes me feel
as important as College Prep kids." The gentleman re-
turned to Nebraska, where he immediately began work
on implementing Tech Prep.cp
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The Town Behind the Gown:
Making a Case for the Forgotten Partner
Colin Austin
Communities often go unnoticed by their academic
tenants. The campus world of research and educa-
tion can be self-absorbing, and the focus of its applica-
tions dilated to the state, national and international
scale. When community impact is considered at all,
universities view their role as beneficial to the economic
and social health of their town. University-related growth
and development of the host community is seen as a
fortuitous byproduct, incidental to the presence of the
institution. An attitude ofdetachment on the part ofthe
university contributes to the classic town/gown conflict,
a spatial dual existence in which the community lies
beyond closed gates. As one commentator notes,
"...universities have been, to put it mildly, poor neigh-
bors." (Harkavy, 10)
Can universities and communities coexist? Scholars
investigating university-community relations have called
for the development of partnerships. By working to-
gether, it is argued that mutually beneficial results can
be obtained. A normal partnership implies, however,
that two parties enter into a limited joint venture as the
result of a bargain. By assuming that the university and
the community are separate entities, a relationship of
power is established. Too often the town finds itself in
the shadow of the institution, trying to get help, advice,
or at least some attention.
What needs to be recognized is the implied partner-
ship that already exists between the university and its
host community. According to corporate law, an implied
partnership is not formally delineated in a contract or
Colin Austin is a secondyear Masters student in regional
planning at the University of North Carolina at Chapel
Hill. He is specializing in economic development with a
special emphasis on the role ofcommunity development
corporations. Austin holds a Bachelor's degreefrom Brigham
Young University and a Law degreefrom Duke University.
agreement. Rather, it is established from a history of
joint activities and the conduct of the parties (Black,
1979). Superficially, universities and communities oper-
ate as separate entities. But when carefully examined,
there are many evidences of actions which reveal a
fundamental co-dependency, and a certain degree of
implied acceptance on the part of both parties of a
shared future.
Universities cannot turn their backs on communities,
and claim a merely Platonic relationship. Once an im-
plied partnership is recognized by a court, "the parties
are estopped from denying the existence of a partner-
ship." (Black, 1979) It is not simply that communities
are lucky to have a campus and should maximize the
crumbs from the university table; universities have an
affirmative obligation to function within their spatial
context and consciously contribute to the evolution of
the community. By ignoring its implied responsibilities,
the university harms its partner and jeopardizes the
joint enterprise.
Evidence of Partnership
University commitments to the community are, to
some extent, documented. The foundation of evidence
of an implied partnership is the written agenda of uni-
versity participation and contribution to society. These
ideals reveal a base level of intent to function within the
community context.
Institutional mission statements often include com-
munity goals and objectives. The mission statement of
the University ofNorth Carolina at Chapel Hill requires
the university to "extend knowledge-based services and
other resources ofthe University to the citizens ofNorth
Carolina and their institutions to enhance the quality of
life for all people in the state..." While the wording
reflects the University's state-oriented charter, it calls
for service extension and actual enhancement of life.
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The application of this goal to the immediate commu-
nity is repeated in a policy finding and recommendation:
"The impact ofa research university upon its environ-
ment is conditioned by the excellence of its faculty and
programs and facilitated by the willingness and effec-
tiveness of the institution in communicating with the
community ofwhich it is a part. The two are closely inter-
twined. As the quality of the faculty improves, the uni-
versity's reputation is enhanced and so, too, its social
responsibility."(Research Mission, 16, 1985)
Of course, an academic institution brings many bene-
fits to a community, including educational, cultural,
environmental and recreational opportunities. Access
to the resources of an academic institution can enhance
the livability of a community and deliver state or even
national status. At the same time, universities require a
healthy and stable setting for their activities.
The presence ofa university creates major impacts on
the local economy. According to a
recent economic impact study, UNC-
Chapel Hill operates on a combined
payroll of close to 350 million, and is
directly responsible for 9500 univer-
sity jobs (Goldstein and Luger, 1,11).
These huge inflows of cash and em-
ployment create demand that is largely
supplied by the community. As evi-
dence of a partnership, economic ties
demonstrate an inherent co-depend-
ency; universities and communities
look to each other for employment
needs, services and quality of life.
Because of this impact, and the
facilities that they manage, universi-
ties claim that they already play a sig-
nificant enough role in their communities (Giebner,
22). But is this an actual extension into the community,
or is it merely a byproduct ofwhat the university does for
itself? In other words, is the university consciously
making efforts to improve the community, or simply
allowing access to its normal operations? Critics claim
that universities operate independently of the local
community, or at best view the community as a secon-
dary priority (Giebner, 22). If part of the goal of univer-
sity programs is communityenhancement, then the local
residents should be considered and consulted about the
form and effects of these activities.
The evidence of partnership also extends to the social
climate of the community. While universities are part of
a community in the physical, spatial sense of placement
in a territory, "community" also refers to social cohe-
siveness, the network of "recognition and reciprocity"
that form the basis for collective actions (Davis, 1991).
When universities choose to isolate themselves, the
inherent collective relationship is threatened, and the
typical town/gown frustrations ensue. By confining them-
selves to campus, universities damage the cohesion of
the community as a whole.
Accountability
The funding of universities comes from many sources.
Tuition, research grants, fund-raising, alumni contribu-
tions, federal and state government allocations are pieced
together in different combinations to support university
systems. One consistent, but often over-looked, con-
tributor to higher education is the local community.
Universities depend on their immediate surround-
ings. Much of the quality of life that characterizes a
college town or neighborhood depends upon adequate
utilities and well-maintained roads. Good public schools
make it easier to attract faculty and staff. Local police
provide security and parks and local historic preserva-
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Well-run programs, like Carleton College'sACT, allow students to serve their communities.
All of these are community investments upon which the
university regularly depends.
Because of the value that society places on universi-
ties, they are to a large extent exempt from compensat-
ing the community. As nonprofit institutions, universi-
ties do not contribute property tax for local services. As
a result, the surrounding community subsidizes the
university; local tax-payers provide more than their
share of the expenses of their community. A recent
example of the tensions that can occur is the question of
clean-up costs in Chapel Hill following the 1993 NCAA
basketball championship. Although, in the past, the
University of North Carolina has not contributed to the
clean-up and damage costs, Town Manager Cal Horton
is pressing for "...the University to share the burden with
the city." (Daily Tar Heel, 1)
Another benefit that Universities receive is the use of
public transportation systems. Because of the high rate
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of University-affiliated riders, most large Universities
operate their own mass transit systems. While UNC
does provide a portion ofthe costs ofChapel Hill transit,
some town council members feel the contribution should
be more. (Feldman, 1993)
Some commentators conceptualize the university/
community as an exchange relationship (Balanger, 63).
While true acting partners share resources and assets,
the exchange theory illustrates the exploitation that can
arise if there is an imbalance in the use and provision of
goods and services. Between partners, an inequality in
contribution threatens accountability and encourages
mis-use of resources. Essentially, what has occurred is
that universities have appropriated community funds
for their own purposes.
What do community residents receive in return for
their investment? Beyond the incidental (and unin-
tended) benefits of the university presence, many of the
externalities of universities are negative. Traffic is in-
creased, as well as the noise pollution that accompanies
a student population (Giebner, 21). The operation of
the University impacts air quality, and places demands
on land-fill sites. Crime may increase, along with prop-
erty damage and an increased need for street-cleaning.
Many of these problems could be controlled or allevi-
ated through discussion and joint planning.
Much of the traditional town/gown conflict arises
when communities are left out of university planning
decisions. Examples include physical expansion, affects
on parking and traffic, and security (Giebner, 21). Re-
cently, when the Grateful Dead played at UNC's Dean
Smith Center for two consecutive nights, Chapel Hill
was visited by thousands of concert-goers and traveling
merchandisers, the town police were overwhelmed and
had to call in extra help from nearby Durham to cover
security (Chapel Hill Herald, April 6). The decision to
schedule the band was made without community input
or consultation.
The community needs contact and an opportunity to
voice concerns and touch base with regard to services
and any potential development projects. Frustration
results from being locked into a relationship with a
destructive and antagonistic partner. The resolution
does not rely solely on a forum or public hearing strat-
egy. In addition to dialogue, the university should proj-
ect an image of active civic concern, one which may
offset its externalities. By simply being involved, univer-
sities can define for themselves a positive role, while
helping to resolve other challenges of the locale. It is this
concept that provided the impetus for the creation of or-
ganizations such as NUEA (National University Exten-
sion Association), which seeks to promote social impact
through community development.
The university does not have to considerworkingwith
the community to be a burden. Perhaps more than an
obligation, community development presents a valu-
able opportunity for Universities tc participate in soci-
ety within their most direct spheres of influence.
For many universities, community development is a
necessity. Sharp down-turns in community vitality can
negatively affect recruitment and growth, in some urban
locations "...universities are being seriously threatened
by the collapse of their neighboring communities."
(Harkavy, 10)
Wrongful Exclusion
Universities must avoid independent decision-mak-
ingwhen considering community outreach and develop-
ment. This may be difficult because of the problem of
identifying the community climate. A frustration for
university officials who try to coordinate with the local
community is that community groups often have loosely
defined or conflicting objectives (Giebner, 24). Much
time and energy can be spent trying to unravel local
politics and negotiating with all parties. Negotiating
within a socio-demographic environment also requires
communication and dialogue skills beyond traditional
architectural models that are common to university
master plans (Freeman, D'Elia, and Woodard).
One alternative is to create a mediating structure,
which would coordinate the use of University resources
towards community development. Although the lack of
university organizational models for public service pol-
icy (Harkavy, 15) makes creating such a structure diffi-
cult, there are some familiar possibilities. Either a spe-
cial Board of Directors or an actual Community Devel-
opment Corporation would allow interaction without
requiring either party to shoulder all the administrative
responsibility. Through joint participation, these objec-
tives can be worked into a broad community-wide plan.
A Board of Directors of mediating structures should
consist of academic representatives as well as commu-
nity organizations and residents (Harkavy, 20).
There are many ideas and examples of community
programs which could be sponsored by universities,
including Youth Corps, clean-up drives, after-school
programs, landscaping, and housing rehabilitation. In
North Carolina, the REAL (Rural Entrepenuership
with Action Learning) program creates public-school
based small business incubators, run by high school
students, with the support ofthe University-based Small
Business Development Center (Harkavy, 22).
All of this activity is dependant upon the recognition
of a partnership. By allocating its resources and atten-
tion, the university can take a leading role in overcoming
misunderstandings and inaccuracies. The use of surveys
can provide objective data on which to base discussion
and negotiation (Balenger, 67). Universities only iden-
tify their role in assisting community groups (Rohfeld,
182) as they begin to see their interest in developing
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"Adopt-a-grandparent", an ACTprogram at Carkton College.
residential areas, public schools and businesses (Har-
kavy, 16).
Duty of Care
Having made an investment in the university, the
community should expect that their perspective and
needs be studied. Unfortunately, universities cannot
even be accused of preaching what they do not practice.
Without more attention to the field of community de-
velopment, NUEA officials fear the worst:
"...until this challenge is met, human values will
continue to decline, and the varied manifestation of
human maladjustment which characterize our times
will continue to multiply (Rohfeld, 181)."
Universities can begin by emphasizing community
development in the academic environment. In addition
to courses, specific student service programs are one way
for universities to extend themselves. By encouraging
"prosocial behavior", universities can contribute to a
student's personal development while providing a valu-
able service to the community.
Educational analysts have noted a recent decline in
civic responsibility, specifically among students:
"From this standpoint, universities occupy strategic
ground. Almost half the population, including nearly
all our public officials, business executives, civic leaders,
and professionals, enter our colleges and professional
schools. For several formative years the university is the
dominant influence in their lives. (Bok, 61)
After classroom preparation, community service can
prepare students for civic responsibilities. At the indi-
vidual level, students already provide a substantial re-
source of volunteer workers. Students often create and
develop their own programs. In
Chapel Hill, one example is "Com-
muniversity", where 50 volunteers
spend Saturdays teaching African-
American children history, heri-
tage, culture and community val-
ues (Cashion, 1993). Student ef-
forts to serve their communities
demonstrate a willingness and a
desire to participate in local prob-
lems, and to interact with real
people and issues.
But students should not always
bear the burden of initiating and
maintaining service programs. The
transient nature of student popu-
lations is a barrier to long-term
commitment and effectiveness. As
temporary residents, students
cannot be expected to establish
meaningful community relation-
ships without assistance.
Activity in the community should be part ofthe learn-
ing process, an extension of the academic interaction
between student and teacher. Programs need to be
adequately supervised and explained, so that students
participate in their administration and identify the moral
implications of their activities (Bok 101). Successful
training efforts need to teach the supporting values of
community responsibility (Serow and Dreyden, 554,
560).
This civic training may be particularly important for
public non-religious universities, where students are
less likely to have community service experiences (Se-
row and Dreyden, 560). Graduate students can be in-
volved in this process as well, and be provided with an
opportunity to apply theory and classroom learning to
actual situations.
Professors are often inactive in the community. This
is understandable, to some extent, considering teaching
responsibilities and professional commitments. Deci-
sions to grant faculty tenure are often based on quantity
and quality of research as well as instructorship; what is
little known, and seldom recognized, is that another
tenure component is community service. According to
UNC-CH Trustee Policies and Regulations, tenure de-
cisions should be based on several components:
"...demonstrated professional competence, including
consideration of commitment to effective teaching,
research, orpublic services (Trustee Policies, Sec.2, 1987)."
Ironically, at present the tenure demands of produc-
ing and publishing research often prohibit professors
from taking the time to participate in community service
(Kennedy, 1990-91). By recognizing "public service" as
a legitimate component ofa tenure decision, faculty can
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afford to invest some of their energies locally. The
resulting effects of implementing this commitment could
encourage practical direction for scholarship; valuing
community service at the faculty level allows research
and education to be related to real social needs.
Community service can also help develop unity among
the participants themselves. By adopting an "academi-
cally-based, public service approach", teaching and re-
search can integrate academic departments (Harkavy,
12). Astrategy ofcommunity service is interdisciplinary,
and can work towards healing scholarly divisions and
"intellectual fragmentation" (Harkavy, 12).
After meeting their primary obligation to students,
universities also need to be educators ofthe community.
Community residents are increasingly looking for edu-
cational leadership to provide assistance in solving local
problems (Rohfeld, 182). Much could be accomplished
through programs especially targeted at minorities, public
officials, and older students by including faculty and
campus professionals as teachers and leaders (Miller,
1990).
Some University-based programs do reach out to the
community at an organizational level. One such pro-
gram is the Center for Community Planning at the
University of Massachusetts. By providing field project
opportunities as part of a degree program, the Center
helps students pick up planning and analytical skills
while serving the community (Colon, Kennedy, and
Stone, 1990-91). The benefits of the program extend to
the community as a whole, and contribute toward a
process of democratization:
"We see community development very much as a de-
velopment ofa sense ofcommunity, as a development of
community ties, as a development ofpeople within their
communities taking control over the planning and
governmental processes that affect their lives (Kennedy,
62)."
Conclusion
In a court of law, universities might be liable to their
communities for damages. The true costs, however, are
ill-defined and to some extent irreversible. A progres-
sive resolution might be to appeal to universities to
accept more responsibility for their local environment.
Increased community consciousness is identified as a
"third wave" of university planning:
"... the new approach requires that colleges and uni-
versities abandon some of their independence and sepa-
rateness and interact with their community andtheir city
in a more progressive and caring manner. Higher educa-
tion needs to understand that their own futures are
bound up with the physical, economic, and social futures
of their cities or towns. (Freeman, D'Elia, and Woodard,
1992: 31)
The separation of town and gown is largely artificial;
both identities participate in a larger concept ofcommu-
nity. Both interact and progress as neighbors, depending
to a large degree on each other. Once this existing
partnership is recognized, universities may down the
path of becoming good neighbors.cp
References
Balenger, Victoria J., William E. Sedlacek, and Marsha A. Guenzler
"Living in Commercial Harmony: Research as a Catalyst for Coop-
erative 'Town-Gown' Relations", NASPA Journal, Vol. 29, No. 1,
Fall 1991.
Black, Henry C, Black's Law Dictionary, West Publishing (St. Paul,
1979).
Bok, Derek, Universities and the Future ofAmerica, Duke University
Press Durham, 1990.
Cashion, Andrea, "Kids Sacrifice Saturdays to Learn" The Daily Tar
Heel, April 19, 1993, p.3.
Colon, Melvin, Marie Kennedy, and Michael Stone "A Metropolitan
University and Community Development", Metropolitan Universi-
ties, Fall-Winter 1990-91, p. 61.
Davis, John E., Contested Ground: Collective Action and the Urban
Neighborhood, Cornell Ithaca, 1991.
Feldman, Daniel, "Town might seek UNC funds to pay forNCAA rev-
elry", The Daily Tar Heel, April 8, 1993.
Feldman, Daniel, "UNC not likely to purchase town transit", TheDaily
Tar Heel, April 20, 1993.
Freeman, Alan C, William D'Elia, and Kimberly Woodard, "New
Town-Gown Planning," Planningfor Higher Education, Volume 21,
Fall 1992.
Giebner, Robert C, "Probing the Issues of Town/Gown Conflict",
Historic Presentation Forum, November/December 1992.
Harkavy, Ira, John L. Puckett, "The Role of Mediating Structures in
University and Community Revitalization: The University of Penn-
sylvania and West Philadelphia as a Case Study", Journal of Re-
search and Development in Education, Volume 25, Number 1, Fall
1991.
Miller, Richard I., MajorAmerican Higher Education Issues and Chal-
lenges in the 1990's, Jessica Kingsley London, 1990.
Record of the University of North Carolina, Undergraduate Bulletin
1992-1994, p.ll.
The Research Mission ofthe University ofNorth Carolina at ChapelHill,
Self-Study Findings and Recommendations.
Rohfeld, Rae W., "Community Development and University Exten-
sion: Involving the University in Social Change", ContinuingHigher
Education Review, Vol. 56, No. 3 Fall, 1992.
Serow, Robert C. and Julia I, Dreyden, "Community Service Among
College and University Students: Individual and Institutional Rela-
tionships", Adolescence, Vol. XXV No. 99, Fall 1990.
Trustee Policies and Regulations Governing Academic Tenure in the
University ofNorth Carolina at Chapel Hill, July 1, 1987.
St. Mary's College of Maryland: A Case
Study in Campus Planning with Particular
Historical and Environmental Challenges
Christine C. Cihlar
John D. Underwood
Many college and university campuses are among
the most beautiful places in the nation. Stu-
dents, faculty, and visitors walk onto such campuses and
immediately feel a sense of place. The natural setting,
architectural design, arrangement of buildings, open
space, and landscaping together create an inviting and
supportive atmosphere for the community of learning
that school represents.
This atmosphere does not happen by accident. The
most beautiful and functional campuses have been care-
fully planned to achieve their goals. The most fortunate
institutions adopted a campus planning process early in
their history, and have followed and modified it as
necessary, through years of expansion.
Many campuses, however, are not so fortunate. Even
when plans had been developed, the tremendous expan-
sion of higher education in the 60s and 70s encouraged
colleges to abandon their plans or proceed with expedi-
ent projects without sufficient regard to the total cam-
pus environment. In the ensuingyears, outside concerns
and forces have increasingly influenced campus devel-
opment-city and county planning, environmental regu-
lations, historic preservation issues, traffic patterns, and
residential and commercial development among them.
Given these pressures, the college that seeks to develop
a functional as well as a beautiful campus must bring a
good deal of creativity and collaborative thinking to its
campus planning process.
Christine C. Cihlar is the Director ofPublic Affairs of St.
Mary's College ofMaryland. She has been on the staffsince
1 980 and has been the college spokesperson throughout its
planningprocess. Dr. John D. Underwood is the Executive
Vice PresidentforAdministration ofthe College. A member
of the College community since 1972, he was named Vice
President in 1984 with principal responsibilityforfacilities
planning. It was under his leadership anddirection that the
St. Mary's campus plan was developed and implemented.
The recent history of St. Mary's College of Maryland
illustrates the complex issues attending the process of
campus planning in the 1980s and 1990s, and exempli-
fies the benefits to be gained from wrestling with those
issues for the sake of a thoughtfully designed campus.
The issues stand out with peculiar relief because of the
College's distinctive, and unusually sensitive, surround-
ings.
A public liberal arts college serving 1500 students, St.
Mary's College ofMaryland is located in St. Mary's City.
Considered the most historic site in Maryland, St. Mary's
City was the Maryland colony's first settlement and first
capital (1634-1694). Virtually all of the College's 275
acres rest within the boundaries of a National Historic
Landmark that preserves the colonial site. The Land-
mark District includes about 800 additional acres as
well.
St. Mary's City is regarded as one of the premier 17th
century archaeological sites in the United States, one of
the best preserved sites of the English colonization of
North America. Although no structures remain above
ground from the colonial occupation, the archaeologi-
cal riches below ground have only begun to be discov-
ered and interpreted. The historical significance of St.
Mary's City includes a number ofvery significant "firsts"
for both the nation and the state of Maryland. (See box
on page 47)
St. Mary's City is also an exceptionally beautiful area.
A patchwork ofwoods, open fields, shaded lawns, bluffs,
and beaches, the College campus stretches along the
shores of the St. Mary's River, a tidal tributary of the
Potomac just upstream from that greater river's junc-
ture with the Chesapeake Bay.
In this lovely historical setting, St. Mary's College
doubled in size during the 1960s without a good plan. By
the mid-1980s, it was growing again, enhancing the
quality ofstudents, faculty, programs, and facilities, with
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the aim ofbecoming a truly extraordinary public college
with a national reputation. At the same time, the Col-
lege was growing increasingly aware of and sensitive to
the needs of its setting. In 1984, the celebration of the
350th anniversary of Maryland's founding at St. Mary's
City had greatly increased the visibility of the historic
area. Meanwhile, new environmental legislation aimed
at protecting the Chesapeake had imposed strict regula-
tions over land use in any "critical area"-lands lying
within 1000 feet of the Bay or its tidal tributaries. Most
of St. Mary's City, including much of the College cam-
pus, lay within a critical area.
Clearly, the prospect of expansion in such an area
would pose difficult challenges. Fortunately, the Col-
lege's Board of Trustees and administration recognized
the importance of planning and responded to the chal-
lenge with determination and creativity.
St. Mary's is now well into a decade-long process of
transforming its campus, with strong attention to his-
torical, archaeological, and environmental features.
Progress has been steady, but significant challenges have
arisen along the way. Largely because they had em-
braced a planning process, the College's leaders have
been able to turn those challenges into opportunities.
A College with Roots in the 1840s
What is now St. Mary's College of Maryland, a public
honors college of 1500 students, was founded in 1840 as
a female seminary (school for girls) to commemorate
the significant 17th century events in St. Mary's City.
The small school grewslowly in the 1800s, developing
into an excellent high school by the turn of the century.
In 1927 it added a j unior college division-the first junior
college in Maryland and one of a very few public junior
colleges nationwide. By 1964 the high school division
had been phased out; the junior college enrollment was
about 250; the school had five major buildings and two
small houses; the campus had expanded from a mere 11
acres to more than 270; and some people were dreaming
of making St. Mary's a four-year college. Leading the
dreamers were then-president May Russell and the Board
of Trustees. Effective promoters of the College, they
convinced the Governor and Legislature to invest heav-
ily in the expansion of College facilities. Twelve of the
college's present 24 buildings were built between 1964
and 1970, and one was converted from a gymnasium to
a science building. Unfortunately, the buildings, while
functional, were undistinguished and placed without
benefit of a total campus plan.
Aerial photograph of the Sl Mary's College Campus showing a portion ofHistoric St. Mary's City m the rightforeground.
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By the late 1960s, the seminary became St. Mary's
College of Maryland and the dream of a four-year
college was realized. Its full-time enrollment jumped
from 350 to 1 100 in just over a decade. But only one
building, a fine arts center, was constructed. The
need for more facilities, student housing and aca-
demic, was pressing.
Poised to Expand
By the mid-1980s St. Mary's College of Maryland
was poised for expansion. A new president-Edward
T. Lewis-arrived in 1983, bringing energy and vi-
sion. Within two years of his arrival, planning for
two major building projects had begun, and ideas for
other development were under discussion.
The key to this era of campus development was
identifying the long-term physical needs of the campus
to enable the College to achieve its goals. A new
position, Vice President for Planningwas created to
guide a master planning process. The first step was
the drafting of a Facilities Master Plan, which cata-
loged all existing space, evaluated efficiency and
function, and defined new spaces needed. The Col-
lege needed new student residences, for example, as
well as a substantially larger library. At least three
other major projects were on the list, along with a
number of renovation and reconfiguration projects.
All this major activity was anticipated for the period
1986-1995.
New funding helped the College begin to implement
its plans. In the fall of 1984, St. Mary's was selected as
one of eleven schools to receive a three million dollar
federal loan, for 30 years at three percent interest, to
build newstudenthousingand renovate existing student
residences. Also, shortly thereafter, the state approved
the facilities plan and provided eight million dollars in
design and capital construction funds for the library.
A Comprehensive Plan
In the late spring of 1986, the Board of Trustees
recognized that the facilities plans under way were only
the beginning of a major transformation of the campus.
J. Frank Raley, vice chairman of the Board and a mem-
ber since 1967, was the first to give voice to a concern
that had been nagging a number of people both on the
Board and in the administration. It was clear that the
College would grow bigger; the question Raley and
others asked was, "How arewe going to make it better as
well?"
With the Board having posed the question, the ad-
ministration considered various answers. The conclu-
sion was that the College needed a comprehensive plan
that addressed qualitative design issues in the context of
the whole institution—campus, facilities, and programs-
-and that worked to help the College achieve its goals.
Significant Firsts at St. Mary's City
St. Mary's City is one of the most historic locations in the United
States. Recognized as a National Historic Landmark since 1969, it it
the best preserved archaeological site of a 17th century English city in
North America. St. Mary's was the scene of many notable events in
America's early history and some of these are listed below.
Events of National Significance
• First Settlement by Marylanders, The 1634 Fort
•First Catholic Chapel in English America, 1635
•First Black toVote in a Legislature in America, Mathias de Sousa 1642
•Only Evidence of English Civil War in America, Pope's Fort, 1645
First Practice of Separating Church from State in America
First Request for Vote From Woman in America, Margaret Brent,
1647
•First Official Religious Toleration in America, The Act of 1649
•First Use of Sophisticated Town Planning in America, circa 1668
•First Example of Georgian Architecture in America, St. Peter's 1677
First Printing Press in the South, William Nuthead, 1685
Events of State Significance
First Mill in Maryland, 1635
•First Public Inn in Maryland, circa 1638
•First Industrial Activity in Maryland, Iron and Brick Making, 1630's
•First Protestant Church in Maryland, 1642
The First Official City in Maryland, 1668
Maryland's First Statehouse, The Country's House, 1662
First Monumental Brick Structure in Maryland, The Great Chapel,
1668
•Focus of the 1689 Protestant Rebellion
Home and Burial Place of First Governor, Leonard Calvert
•Home and Tomb of First Royal Governor, Sir Lionel Copley
The College decided that the way to create such a plan
was to seek experienced and highly regarded outside
help in campus planning and the Board authorized
immediate action.
To engage the best people in the campus planning
field would cost money, money the College did not have
in its operating budget. The Trustees, underlining their
commitment to do something very special for the Col-
lege, something that would be a legacy, agreed that this
effort should be supported by private funds. They pledged
their own resources and their assistance in securing the
necessary additional funds. Itwas a bold decision that set
St. Mary's on a course that would transform the campus.
A search began immediately for a consultant with
master planning experience on a college campus in an
historic setting. One of the persons identified was Jac-
que Robertson, then Dean of the School ofArchitecture
at the University of Virginia. Robertson had recently
been honored for his planning work at the University.
Like many schools which expanded rapidly in the 60s
and 70s, Virginia had departed from its classic campus
plan, created by founder Thomas Jefferson. Robertson
had put corrective measures in motion there. He was in-
trigued by the tidewater setting of St. Mary's and its
intimate connection with the colonial capital, Historic
St. Mary's City-which research had shown was built
upon a well-defined concept of baroque town planning.
He agreed to take on the College as a client.
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Robertson's impact was immediate. In October of
1986, before he and his team even began their evalu-
ation, they were shown the plans for new student hous-
ing, a townhouse complex. Groundbreaking was set for
November 1, and construction on a design-build basis
was to begin immediately thereafter.
"Oh, but it's all wrong," Robertson said bluntly,
referring to the placement and orientation of the build-
ings. The original plan did not take into account an
exquisite water vista or an opportunity to create natural
green areas that would foster personal interaction and a
sense ofcommunity. Robertson offered specific sugges-
tions, which the College took back to the architects.
Within weeks, the entire site plan was revised and the
exterior ofthe buildings redesigned to address the issues
that Robertson had raised. Construction began in De-
cember of 1986-as planned.
Robertson moved quickly to begin his analysis, col-
lecting information on the College's history, goals, and
plans for the future. He also explored the local history,
examined the campus carefully for sensitive environ-
mental and archaeological zones, and interviewed fac-
ulty, staff, and students.
By June of 1987, the analysis was concluded. At a
public meeting attended by the Board of Trustees, staff,
faculty, and many community members, Robertson
presented his observations and recommendations. Most
of the points he made were self-evident, but the connec-
tions he drew between them and the vision he described
for the St. Mary's campus of the future were extraordi-
nary. His ideas won broad acceptance and praise, and
had immediate impact in shaping and reshaping think-
ing about the campus. His principal organizing theme
was to develop the St. Mary's campus as an "academic
tidewater village." Among the recommendations were:
Establish village limits.
Establish more and enhance existing "precincts" within
the village.
Connect the precincts with a strong pedestrian circu-
lation system.
Establish newbuilding sites to unify and integrate the
precincts.
Use landscaping and the creation of "outdoor rooms"
as unifying elements.
Transform the state highway that divided the campus
into a unifying boulevard.
Develop campus design guidelines.
Robertson viewed the tidewater village concept as the
best model for St. Mary's. It would draw upon the local
architecture, honor the College's historical setting, as-
sure preservation ofthe attractive natural environment,
encourage pedestrian circulation, encourage collegial-
ity and community, and work toward realization of the
College's goals. Adopting this concept while developing
well-articulated design guidelines, he said, "would en-
able St. Mary's College to remain a gentle village which
makes it an ideal setting for the high caliber of academic
achievement." (St. Mary's College Master Plan, p. 40)
The Board accepted the preliminary recommenda-
tions in June of 1987, and the "Academic Tidewater
Village" quickly became the prevailing theme ofcampus
development. Even as Robertson was preparing the
final version of the report and developing the detailed
design guidelines, a number of his principal recommen-
dations were put into action. The College contacted the
State Highway Administration regarding changes to the
highway which bisects the campus. The final design of
the commons building that was part of the townhouse
complex reflected his recommendation. The design of
the library, which was under way during Robertson's
work, also followed his concepts and incorporated the
new campus standards for architecture. And, more subtly,
throughout the campus a new attitude crept into consid-
erations of remodeling or redesigning. Gone was any
thought about "good enough." Plans, work, and furnish-
ings were viewed from the perspective of the new design
precepts. Throughout the campus an increased appre-
ciation developed for the idea that quality of space-
interior and exterior-has a great impact on the experi-
ence of students, faculty, and staff at the College.
The plan had accomplished many goals, just as
Robertson had anticipated. As he wrote in his report,
the master plan "is not so much a set of specific solutions
as an attitude about the character of future design
decisions. It can and will be amended and reinterpreted
but should give guidance and consistency to future de-
velopment of the campus." (St. Mary's College Master
Plan, p. 39)
Planning as an Ongoing Process
By the fall of 1988, when Robertson's final report was
submitted, the Board and the College felt very good
about their master plan. The townhouse complex had
been completed. Construction had begun on the eight
million dollar library. Campus attitudes about the plan
were positive. The State Highway Administration was
working on a plan to change the look of the state road to
village boulevard instead of rural highway. And the
College had achieved a major breakthrough in discus-
sions with the state about a new science building, one of
the key projects of the master facilities plan. The state
agreed to place the building in the capital funding sched-
ule for 1 990-91 , moving it up several years. In return, the
College agreed to raise private funds for one fourth of
the S16 million project.
The College was making excellent progress on other
fronts. Applications were up; average SAT scores of the
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freshman class had risen more than 100 points in five
years; the size of the faculty was expanding; a new
general studies program had been implemented and was
enhanced by a major grant from the National Endow-
ment for the Humanities; private fund-raising was up
tremendously; and the College had an excellent rela-
tionship with the Governor and Legislature. Momen-
tum was strong and getting stronger. Butinthespringof
1989, a major challenge to the plan emerged. Robertson's
prediction that the planning effort "is and will continue
to be an ongoing process" proved true.
THE SCIENCE BUILDING SITE
CONTROVERSY
By early 1989, people in the local community had
begun to notice the changes at the College. Things were
actually happening. The townhouses were complete,
and the library was going up fast in the center of the
campus. The library, indeed, became a conspicuous
presence: a 28,000-square-foot addition to the existing
library, rising on a hillside not far from the waterfront,
and within sight of the state road. To some local resi-
dents, the visual impact was startling. They began to
wonder about the next project of the master plan, the
50,000-square-foot science building, which would be
located in the same vicinity.
The Robertson plan had proposed putting the sci-
ence building close to the library and the student center,
in order to create more density in the heart of the
campus, a central "precinct." In addition to providing a
critical mass of activity, the cluster of buildings, Robertson
suggested, would offer an architectural and aesthetic
structure that would give the campus more unity and
cohesiveness and would encourage more pedestrian
activity.
Many people in the local community understood
Robertson's plan and supported the College's need for
a science building. But some were bothered by the
denser development and the visual impact of so many
buildings, particularly in a location which they believed
was such an important part of the historic district. The
area designated by the College for its new science build-
ing had not yet been surveyed but was within the historic
townlands of colonial capital days. During the master
planning process, archaeologists had been consulted
about the area; they recommended a survey be made of
the site but did not, at that time, assert any need to avoid
the historic townlands in new construction.
In the spring of 1989, while an archaeological survey
of the proposed site was in progress, opposition to the
site began to emerge. A group of local citizens formed an
organization called the Historic St. Mary's City Rescue
Coalition and mounted a public campaign urging the
College to reconsider the site of the science building and
to adopt a policy of avoiding the most historic areas
completely by placing all new construction on the north
side of campus, well away from the waterfront and the
center of the original capital. Also, the group urged that
before any other construction occur, an archaeological
survey of rest of the campus be completed.
The stage was set for a classic confrontation between
preservationists and developer, with the College wear-
ing the uncomfortable hat of the developer. It was
especially difficult for the College because of the posi-
tive feeling internally about the campus plan and be-
cause of the urgency the College felt about the need to
begin work on the science building. It was also difficult
for some in the Coalition who had connections to the
College as alumni or community supporters and wanted
to see the institution progress.
But the issues were clear and the preservationists'
voices strong. The College felt they should be heard. The
Board of Trustees established a special committee
comprised of Board members, local residents, a faculty
member and a student. The committee's task: review the
information relative to the issue and make a recommen-
dation to the Board.
Public meetings were held. Information from the
archaeological survey, the state's Critical Areas Com-
mission (overseeing the Chesapeake environmental
regulations), and the local community group was pre-




sented. A major issue was the archaeological survey.
While its results were not conclusive, it did show several
areas of interest which needed to be further excavated
for a better evaluation. The big question was whether
the areas were significant enough to be preserved, or
could they be excavated and interpreted. The commu-
nity group embraced the preservationist argument,
particularly because of the location adjacent to known
important and significant areas.
The controversy transcended the site of the science
building. It was also about aesthetics and history. Some
people felt the pastoral waterfront setting ofthe campus
could not support the proposed density; others ques-
tioned the College's commitment to the historical treas-
ure beneath and surrounding it.
The master plan had incorporated the historical sig-
nificance of the campus into its major concept-the
Tidewater Village of early St. Mary's City-and specifi-
cally addressed historical, environmental, and aesthetic
issues. But the original plan did not have the benefit of
archaeological surveys of the campus. The plan did,
however, create a framework for evaluating this new
information. Robertson had written that he hoped the
plan would "elevate the level of awareness and sensitiv-
ity of those who administer and design components of
the future campus, to impart a real understanding of the
critical issues involved, and to protect and improve the
physical setting."
After the public meetings, and considerable media
attention on the issue, the President and the Board made
a decision: respect history; find another location for the
science building; look to the north side of campus for
future development. The headline in the Baltimore Sun
was "St. Mary's College defers to the past." In the local
paper, the Enterprise, the editorial was titled "Both
Sides Win."
Selecting a New Site for the Science Building
The science building controversy was a watershed in
the history of the College. It was painful and uncomfort-
able, but also probably inevitable. The College fully
realized that even a carefully crafted plan cannot antici-
pate all situations; that a plan can only provide a frame-
work for thinking about campus development in a holis-
tic way. The original site recommendation for the sci-
ence buildingwas abandoned, but a process for selecting
an alternative site-a planning framework-was in place.
And that framework now included an important new
element-the College's stated public commitment to the
historic site it occupied.
The original master plan had made few recommenda-
tions for the north side of campus. It was clear that more
analysis needed to be done and that archaeological
surveys were critically important to the process. The
College contracted for the surveys, while also contract-
ing with a highly regarded landscape architect to review
the north campus area and find a new site for the science
building.
In addition, the College formally opened its review
process so that the public would have a forum for
involvement. The Board of Trustees created a Design
Advisory Committee composed of board members, fac-
ulty, staff, a student, and members of the local commu-
nity. This committee would hold public meetings to
receive and review information about any College con-
struction project or master plan revisions. It would
evaluate the information in light of the master plan
framework, design guidelines, and archaeological and
environmental issues, and make recommendations to
the Board.
The Committee was convened in January of 1990 to
review the recommendation for an alternate site for the
science building. The archaeological survey revealed a
large area of high sensitivity on the north campus, an
area the College pledged to preserve. The landscape
architect, Michael Vergason, working in consultation
with the College and architects, incorporated this site
analysis into a plan that opened up many opportunities
for the campus. In proposing the site for the science
building on an existing parking area, Vergason offered a
plan that would give the College the opportunity to
create a commons area between buildings on the north
campus and give more definition and cohesiveness to
that area.
His recommendation was a creative solution to cor-
rect some problems of the past. In his analysis of the
existing campus, Robertson had noted, "Each project
undertaken in the past was regarded independently and
not as a component of a larger order." His recommen-
dation-and challenge-was clear: "Each proposed
project.. .must be henceforth treated as both a valuable
piece of the larger 'puzzle' as well as specifically respon-
sible for achieving those intended goals."
In January the alternative site was approved by the
Board, and the science building project began to ad-
vance. The Critical Areas Commission approved the site
plans, and the architectural design contractwas awarded
to Bohlin Cywinski Jackson, who were selected in part
for their experience and design excellence in areas of
historic significance. A spokesperson for the Rescue
Coalition gave the Trustees "a high compliment for
having the courage and wisdom to move the science
building site." She suggested that this decision had
"turned the corner to moving the Coalition from activ-
ists as opponents to assistants in the project."
Because of the continued public interest in the build-
ing, Peter Bohlin and his team of architects visited the
campus to present their preliminary ideas and receive
public comment. They also visited historic sites in the
area and, at the invitation of local residents, several
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Architect's rendering of the science building
tidewater manor homes.
Yet another challenge appeared. In March of 1990 a
contract was let to complete the archaeological survey of
the north campus. Because the science building would
be built upon an existing parking lot, areas for replace-
ment parking lots had to be identified. The archaeolog-
ical survey revealed some 18th and 19th century re-
sources in one of the proposed parking areas. Of par-
ticular interest was the suggestion that the site had
evidence of 19th century inhabitation. The College had
to face yet another decision about archaeological re-
mains. The same questions arose: Are all areas of previ-
ous settlement untouchable, or just the areas with 17th
century evidence? Could this site be mitigated (exca-
vated and interpreted)? Should it be preserved? Were
there other alternatives for a parking area? What are the
costs?
The College sought advice from many sources, seek-
ing solutions other than the most traditional, expensive,
and time consuming. A suggestion from the National
Park Service proved especially helpful in fashioning a
plan for the parking area. The solution was to lay a pro-
tective fabric over the ground and build the lot by
bringing in gravel on top rather than excavating. The
buried artifacts remained undisturbed, available for
excavation some time in the future when time, technol-
ogy, and funds might be more available. Plans were ap-
proved by the Maryland Historical Trust and other
agencies, and the lots were finally constructed in the
summer of 1991, with full preservation of the site and
significant cost savings.
Another concern was the environment, an issue that
had been recognized and addressed in the original master
plan. The College hired a consulting firm to review the
campus and, in particular, to offer advice for handling
runoff from the planned science building, the new park-
ing areas, and other north campus development. A plan
was developed to reduce stormwater runoff well in
excess of State of Maryland Critical Areas Commission
guidelines. The plan also suggested a way to create
infiltration basins that would be both a natural amenity
and an outdoor laboratory in the biology program.
By December of 1991 all the necessary elements were
in place and construction of the science building was
begun. It was a creative design that would transform the
character of the north campus, giving it integrity and
beauty. Drawing from the architectural style of the re-
gion, the design incorporates elements of 17th and 18th
century Tidewater Maryland architecture: brick con-
struction, paired chimneys, peaked roofs, and simple
lines. The building also encloses and forms a green-




Engaging "Creative Tension" to Complete the
North Campus Plan
Having set the science building project into motion,
the Collegenow turned attention to completing the plan
for the north side of campus. The archaeological survey
identified areas of sensitivity and ranked them in order
of importance. The area surrounding the St. John's site,
for example, was deemed highly sensitive and was con-
sidered completely off limits for development. Other
areas were designated as sensitive areas that needed
further exploration and possibly mitigation, but could
support some development. Finally, areas with no sig-
nificant cultural resources were identified.
Next, needs for future construction were more clearly
defined-housing for an additional 160 students, expan-
sion of the gymnasium, dual auditoria seating 400 and
1100, and the possibility of one more classroom build-
ing.
Finding proper sites for these buildings within the
imperative of preserving historical and environmental
resources called for a highly creative effort. In truth,
precious few of the 275 acres of the campus was deemed
"available" for new construction. To confront this chal-
lenge, the College took the unusual approach of hiring
two very talented professionals, Peter Bohlin and Mi-
chael Vergason, to work collaboratively to create the
master plan for the north campus.
Both had worked with the College before. Bohlin, the
architect ofboth the library and the science building, was
primarily interested in building form and character.
Vergason, whose initial analysis of the north campus
resulted in the new site for the science building was
primarily interested in interrelationships between build-
ings and the natural environment. For College staff,
watching the two work together was witnessing creativ-
ity in action. The positive tension between the two
generated a solution that all agreed would not have
surfaced without the collaboration. Once having arrived
at the broad outline for siting buildings, the two worked
further to develop specific elements ofthe most creative
piece of their plan-the site and design of the new town-
house-style student housing.
Identifying the site for the housing was a break-
through in the collaborative process. With archaeologi-
cal and environmental considerations limiting the space
available for construction sites, the planners focused on
an otherwise ignored area at the west end of the track
and stadium. They proposed a novel crescent design
following the lines of the track's oval that would accom-
modate the 40 townhouse units as well as establish
relationships with the existing townhouses and com-
mons building and the science building. A "hammer-
head" design was used for one end of the crescent and a
traditional Tidewater "telescope" design for the other.
Chimneys, windows, and walk-through archways were
incorporated to strengthen relationships with existing
buildings.
By May of 1992, the team was ready. The Board's
Design Advisory Committee held public meetings to
review the plan for development of the north campus
and the preliminary designs for the new housing. The
Board of Trustees approved both plans enthusiastically
at its June, 1992, meeting. Bohlin and his team were
engaged to complete the design of the housing. The
project was bid in the fall of 1992; construction began in
February of 1993. Twenty of the forty units are expected
to be ready for occupancy by the fall of 1993, the same
time the science building is scheduled for completion.
More to Come
The St. Mary's plan is far from complete, but part of
its strength is its capacity to absorb each project without
a feeling of incompleteness. As each project comes to
fruition, it contributes to the overall sense of place on
the campus, but it does not require a subsequent project
for closure, that is, it does not create a "tragic flaw"
architecturally or aesthetically.
The State Highway Administration has begun work
on the state road through campus which will transform
the existing country road into the long-planned village
boulevard. Gymnasium expansion, including outside
field development, is on schedule for 1995. This project,
in addition to creating much-needed athletic and recrea-
tional facilities, will further develop the commons area
created by the science building. The dual auditoria await
decisions on funding. When constructed, they will
complement the other buildings on the north campus.
Elsewhere on campus, an expansion of the student
center is set for 1994-95-another project that will re-
quire considerable creativity and enormous sensitivity
to both the adjacent historical sites and the environ-
ment. It will be designed to form stronger relationships
with the library and its courtyard.
Will the College face more complex challenges as the
projects continue? Probably. The needs of the academic
community juxtaposed with the sensitivity of the envi-
ronment and the historical setting will always need
careful evaluation. But St. Mary's College is well-situ-
ated to meet those challenges. It invested in a complex
and sophisticated master plan and design guidelines,
based on the theme of an Academic Tidewater Village,
that established a framework for planning and project
evaluation. Most of all, the College understands that its
sense of place is central to the overall success of its
academic community.cp
The Effects of Organizational Culture on
Strategic Marketing Planning at Universities
Barbara Sporn
Universities face an increasing complexity in their
social and economic environment. Student de-
mand is growing while state resources are shrinking.
Marketing a university in order to attract students and
running fund-raising campaigns is becoming more and
more important. An external focus of the university
members is necessary to adapt to these changes.
The concept of university culture used in this work
emphasizes the values and beliefs of university mem-
bers, which are developed in a historical process and
transmitted by language or symbols (Deal and Kennedy,
1992). They strongly influence the decision making in
universities (Sporn, 1992). Strategic marketing plan-
ning is the process of defining the direction of an insti-
tution by focusing on goals, resources, markets and
changing opportunities (Kotler and Fox, 1985). From a
management perspective, strategic marketing can be
seen as leadership concentrated on external exchange
of services (Raffee, 1989; Bruhn and Tilmes, 1989). Or-
ganizational culture is essential in the process of setting
goals and defining a mission. Achieving a fit between
strategy and culture is a key to the successful implemen-
tation of a marketing perspective inside universities.
University Culture Defined
University culture evolves from the confrontation of
the university with the environment and the university
structure. The members develop specific beliefs, values
and attitudes by interaction. The culture then influ-
Dr. Barbara Sporn is an Assistant Professor of General
Management at Wirtschaftsuniversitat IVien. She is serv-
ing as the coordinator of the symposium "University and
Society," co-sponsored by Wirtschaftsuniversitat Wien
and U.N.C.-Chapel Hill, which will be held June 9-10,
1994 in Vienna, Austira. A summary of the symposium
follows Dr. Sporn 's article.
ences the intentions and the mission inside the univer-
sity. Goal and strategy formulation can therefore be
limited to certain alternatives which fit the culture.
Figure 1 shows that strategic marketing planning at
universities has to take culture into consideration. Fur-
thermore, changing the orientation inside universities
by the implementation ofstrategic marketing influences
the values, beliefs and attitudes of university members.
Generally, the central idea of understanding university
culture is "to minimize the occurrence and consequences
of cultural conflict and help foster the development of
shared goals" (Tierney, 1988).
A Model of University Cultures
Every organization has a culture. Where some cul-
tures help an organization cope with environmental
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Figure 1: Relationship of university culture to strategic marketing.
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external changes (Arnold and Capella, 1985). A typo-
logy of four different types of university cultures-based
on the work of Arnold and Capella-allows the evalu-
ation of the implementation chances of marketing con-
cepts at universities. The two dimensions of this typo-
logy are the strength and the orientation of the univer-
sity culture. Strength implies the degree of fit between
culture, structure and strategy. Orientation is the focus
of the values, attitude and belief of university members.















Figure 2. Typology of university culture.
Since strength as well as orientation of university
culture are relevant for the establishment ofa marketing
concept the different types can help to make strategic
marketing planning more efficient. The basic assump-
tions are that: strong cultures are more successful than
weak ones, and externally-oriented cultures are neces-
sary for the integration ofa marketing perspective inside
universities.
In detail weak, internally focussed cultures have di-
vergent values, beliefs and attitudes. The main charac-
teristics are subcultures with their work being concen-
trated on internal affairs. Weak cultures with an exter-
nal orientation also show subcultures but they are inter-
ested in the environment. They can be successful in a
changing environment. In strong, internally focussed
cultures, uniform values, beliefs and attitudes dominate.
They are adequate in stable environments, but they will
run into problems as soon as changes arise. The mem-
bers ofstrong and externally-oriented cultures share the
same values, beliefs and attitudes. They have the capac-
ity of reacting flexibly to changes.
Conclusion
University culture can be identified as a main factor
for socialization, development of values, interaction,
continuity and satisfaction inside universities. Examina-
tion of the role of a university's culture on the implem-
entation of strategic marketing planning leads to several
insights: 1) the integration of university culture in the
management process of universities leads university
leadership in a new direction; 2)marketing concepts for
universities can be implemented efficiently if strategy
and culture fit together; and 3) the relationship of uni-
versity culture and marketing planning can best be illus-
trated by a typology that describes four types of univer-
sity culture with different implications for the university
management.
For universities which develop a marketing concept
in order to achieve an external focus, knowl-
edge of the university culture provides a basis
for better understanding the internal proc-
esses and possibilities for change.cp
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University and Society: International
Perspectives on Public Policies and
Institutional Reform
An Invitational Symposium, June 9-10, 1994
One of the events which will take place during UNC-
Chapel Hill's bicentennial observance is a symposium
which will examine the increasing social demands being
placed upon universities and the organizational changes
that may be required to sustain the university's essential
contribution to society. The event is being sponsored by
Wirtschaftsuniversitat Wien and The University of North
Carolina at Chapel and co-sponsored by the Austrian
Ministry of Science and Research and will be held on
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June 9-10, 1994 at the Wirtschaftsuniversitat Wien, Vi-
enna, Austria. The symposium is an official event of the
University of North Carolina at Chapel Hill's Bicenten-
nial Observance. Following is a brief excerpt from the
Symposium's invitational brochure, including the theme,
format and program.
The symposium will serve as a forum of the struggle
which many countries of Eastern and Western Europe
are currently facing concerning the appropriate balance
between societal demands, governmental regulation and
university autonomy. The focus is the traditional uni-
versity, those largely, self-governing centers of instruc-
tion and research in Europe and United States which
grant the doctorate or its equivalent. Since many of the
demands now affecting major universities stem from
governmental reforms, either increased regulations, or
the freeing of market forces, issues of national policy
and their institutional implications will be covered.
Underlying many of these reforms are assumptions
about the university's role as an agent for social develop-
ment-as an instrument for basic research, local eco-
nomic development, and social mobility. The program
will include presentations on the relationship between
the university and society from a historical perspective,
on the changing policy environment for contemporary
universities and on potential responses by universities
to this new environment. The sessions are designed to
enhance exchange between individuals critical to the
debate including university leaders, national policy makers
and international scholars.
Symposium Program
Wednesday, June 8, 1994
Welcome Reception at the Wirtschaftsuniversitat
Wien
Addresses: Rektor Fritz Scheuch, WU
Chancellor Paul Hardin, UNC-CH
Thursday, June 9, 1994
Introductory Address: An Historical Perspective on the
Role of the University in Social Development
Speaker: Professor Sheldon Rothblatt, University of
California at Berkeley Director of the Center for Studies
in Higher Education
The New Demands and Underlying Assumptions
Governmental Reforms and Initiatives Regarding the
Relationship Between the University and Society: The
Contemporary Context in Europe, the UK, and the US
Speaker: Professor Guy Neave, Director of the Inter-
national Association of Universities, Paris
The University as an Instrument for the Develop-
ment of Science and Basic Research: An Assessment of
National Policies
Speaker: Professor Michael Gibbons, University of
Sussex Director of the Science Policy Research Unit
The University as an Instrumentfor Economic and Busi-
ness Development: Human Capital, Technology Trans-
fer and Regional Development Approaches
Speakers: Professor Harvey Goldstein, University of
North Carolina at Chapel Hill, Department of City and
Regional Planning
Professor Gunther Maier, Wirtschaftsuniversitat Wien
Interdisciplinary Institute of Urban Regional Studies
The University as an Instrument for Social Mobility: the
Potential and Perils ofMass Higher Education
Speaker: Professor Helga Nowotny, Universitat Wien
Institute for Social Studies of Science
Friday, June 10, 1994
Implications for University Organization
UniversityLeadership, Managementand Structure:Adap-
tive Strategies for the New Environment
Speaker: Professor Marvin Peterson, University of
Michigan Director of the Center for the Study ofHigher
and Postsecondary Education
Academic Differentiation: The Implications of Govern-
mental Policies and Competition for Forms of Aca-
demic Organization
Speaker: Professor Burton Clark, University of Cali-
fornia at Los Angeles, Comparitive Higher Education
Group
Alternatives for Financing Higher Education: Potential
Reforms and Implications for University Administra-
tion
Speaker: Professor Gareth Williams, University of
London Director of the Centre for Higher Education
Studies
The New Context for Academic Quality: Quality Stan-
dards, Performance Indicators, and the Consequences
for University Improvement Strategies
Speaker: Professor Frans van Vught, University of
Twente Director of the Center for Higher Education
Policy Studies
ClosingPanel: University 2001 : What Will the University of
the 21st Century Look Like?
Attacking the Racial Isolation of the
Underclass: Explanations and
Strategies for a New Era
David K. Godschalk
Twenty-five years after the Kerner Commission is-
sued its report on urban poverty and civil disor-
ders, urban African-American communities face a situ-
ation that has grown steadily worse. 1 The most blatant
legal obstacles to African-Americans have been struck
down, but societal discrimination and economic ine-
quality still prevent many blacks from enjoying a status
that is truly equal. As the nation's population has be-
come more urban, the populations of the central cities
have become disproportionately African-American,
Hispanic, and Asian. 2 Poverty in America has decreased
in non-metropolitan areas while growing rapidly in the
central cities. 3 The impact of this increase has fallen
most heavily on residents of the 'ghetto neighborhoods'4
described by the Kerner Commission, sixty-five percent
ofwhom are African-Americans. 5 The number of poor
persons living in ghetto neighborhoods increased by 30
percent between 1970 and 1980, at which time almost a
third of all metropolitan blacks lived in a ghetto. 6
Recent studies have suggested that a fundamental
change in the nature of urban poverty has accompanied
its statistical increase. These studies point to the exis-
tence of a new sociological group: the 'urban under-
class.' While there is no firm consensus over how the
underclass differs from what used to be known as the
lower class, there is general agreement that the under-
class is characterized by high levels of joblessness, illit-
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eracy, violence, despair, and a growing economic, spa-
tial, and cultural isolation from "mainstream" Amer-
ica.
7
Disagreement abounds over the cause or causes ofthe
social problems faced by the black urban underclass.
The post-industrial transformation of the American
economy, the so-called 'culture of poverty,' contempo-
rary racism, the legacy of slavery and the sharecropper
system, the failure of Great Society social programs: all
have been cited as factors that created and nourished the
burgeoning underclass.8 These factors, and the poverty
and isolation faced by urban African-Americans, should
be seen not as fundamental causes in and of themselves,
but as effects necessarily resulting from the inherent
structure of American society at this time.
One way to understand these effects is through the
perspective ofa distinguished urban philosopher, Lewis
Mumford, who devoted much of his life to putting the
problems of the city into a historical and cultural con-
text. Mumford's theory was that societies can be de-
scribed by their affinity for either of two opposing prin-
ciples: the Organic and the Mechanic. As a result of the
essentially mechanic culture of the United States, as
described by Mumford, these problems may be allevi-
ated by substantive changes in the way Americans view
their lives and relationships, especially relationships
across and within racial lines. That these changes have
already begun is illustrated by the resurgence of organic
themes in the postmodern and multicultural move-
ments.
These changes in the culture of America provide an
opportunity to reevaluate the goals and methods of
urban reform. New policies are needed which will attack
both the poverty of the underclass and its social and
spatial isolation.
An understanding of the causes of these social prob-
lems does not necessarily imply a solution; however, a
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greater comprehension of the new era into which America
is moving suggests new ways to attack its urban crises.
A New Model of Causation
Previously, attempts to remedy the lot of the urban
underclass have been premised on a causal relationship
between economic and social factors. The economic
factors, such as unemployment, low wages, and the
spatial mismatch between employment and population,
have been seen as the cause of social problems, such as
crime, welfare dependency, family neglect, drug abuse,
and homelessness.9 Because of this apparent causal
relationship, recent remedial proposals have focused on
the importance of economic remedies: job creation,
economic renewal, and skills training, for example. 10
When the urban poor have jobs and decent wages, so the
argument goes, the social problems will decrease. 11
Both common sense and empirical evidence support
the truth of this proposition. 12 However, there is grow-
ing recognition that the social problems engendered by
living in impoverished neighborhoods are not just a
secondary effect-they have become a major cause of
joblessness and economic dislocation. Studies have
demonstrated, for instance, that residence in ghetto
neighborhoods tends to affect economic opportunities
directly, through employer hiring decisions, and indi-
rectly, through contributory factors like educational
choices and teen pregnancy rates. 13
The negative effects ofghetto life are concentrated by
its growing social and spatial isolation. This isolation is
aggravated by the impact of exogenous economic and
social factors like the suburbanization of employment,
the outmigration of middle- and working-class blacks,
and continuing "white flight" from the cities. 14
Given the interrelationship of the economic and social
factors, the model positing an economic cause with
social effects may no longer be useful. Rather, these
economic and social problems should be seen as coequal
causes of the growth of the underclass and as necessary
results ofwhat Lewis Mumford termed the "mechanic"
nature of American society.
Mechanics and Organics: The Theories of
Lewis Mumford
Lewis Mumford,who died in 1990 at the age ofninety-
four, was the author of numerous books and articles on
topics ranging from art and literature to urbanism and
technology; the best known among them are probably
The Culture ofCities (1938), on urban development, and
three on the subject of technology and culture, Technics
and Civilization (1934) and the two-volume The Myth of
the Machine (1967).
Throughout his diverse body of work one finds a
single premise: that human society is shaped by the
opposition of two fundamental principles, the Organic
and the Mechanic. 15 (Mumford derived his concept of
that opposition from the works ofmany of the writers he
admired, including Emerson, Carlyle, Ruskin, Morris,
Spengler, and others. 16 ) The Mechanic principle repre-
sents uniformity, standardization, replaceability, regu-
lation, and freedom from the imposition of human
values - the basic principles of the modernist move-
ment In contrast, those concepts falling under the Organic
are individuality, subjectivity, the inclusion ofvalue with
fact, "the warm life of private sensations and private
feelings and private perceptions" 17 - many of the same
ideas currently enjoying a resurgence as postmoder-
nism. Mumford thought that the best society is one that
balances the two, but he saw the Mechanic as ascendant
in Europe and America from the time of the Industrial
Revolution. (Mumford found evidence of this growing
imbalance in matters such as the regularization of time,
the increase in mechanical power, the multiplication of
goods, the contraction of time and space through high-
speed transportation, the standardization of perform-
ance and product, the transfer of skill to automata, and
the increase in collective interdependence. 18) While a
firm believer in the value of true scientific progress,
Mumford felt that the decline in organic principles and
the rise in mechanic ones was reaching dangerous levels
in contemporary America, and that this imbalance in
values was driving the nation towards social collapse and
military Armageddon. 19
It was in The Myth ofthe Machine I that he developed
the concept ofthe Megamachine. Mumford's theorywas
that cultures could become so "over-mechanized" as to
become, in effect, a vast machine-"a system made up of
interchangeable parts, inanimate and animate, human,
mechanical, and institutional, centrally organized and
controlled".20
"If a machine be defined. . . as a combination of
resistant parts, each specialized in function, operating
under human control, to utilize energy and to perform
work, then [the pyramid culture ofancient Egypt] was in
every aspect a genuine machine: all the more because its
components, though made of human bone, nerve, and
muscle, were reduced to their bare mechanical elements
and rigidly standardized for the performance of their
limited tasks."21
In such a "Megamachine culture," the role of its parts
(the members of society) becomes subservient to the
function of the whole, much like a cog in a machine, "a
standardized servo-mechanism, a left-over part from a
more organic world."22 The megamachine culture, ac-
cording to Mumford, is characterized by a vast bureauc-
racy, an increasingly specialized labor force, the prolif-
eration of "compensatory functions" like mass spectator
sports, and separation between the workers and those
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who live in idleness on the surplus extracted from the
worker, devoting their lives to the elaborate "perform-
ance ofleisure" and to the control ofthe wealth-produc-
ing megamachine.23 The existence of such a culture was
to Mumford a sign of Mechanic values gone out-of-
control, ofa societywhose members focus their energies
on performance, production, and the acquisition of
material wealth, to the detriment of their own "inner"
lives.
In such a culture, its members would be valued ac-
cording to the value of their contribution and their
performance, as assessed by external indicators like
wealth, power, and position. Valuation of a specific
individual would largely depend on the position of that
individual in the social and programmatic hierarchy.
The individual at the bottom of the hierarchy is the one
who is poor, powerless, and without a job. Contributing
nothing to the common economic life, he is isolated
from the productive classes and relegated to the margins
of society.
The Marginalization of the Underclass
That is essentially what has happened to the black
urban underclass, according to the Kerner Commission
Report and to contemporary analysts. The Kerner
Commission wrote of African-Americans in the ghetto
being denied access to "the two basic aspirations of our
society," those being "the material resources of our
system and its intangible benefits-dignity, respect, and
acceptance."24 Wilson sees an underclass whose pri-
mary predicament is unemployment "reinforced by
growing social isolation."25 Discussions of the under-
class invariably refer to it as marginal, isolated, or sepa-
rated from mainstream America.26
Plagued by unemployment and poverty, members of
the underclass are denied not only material success but
the benefits that accrue to it, such as dignity, respect, and
participation in the mainstream of society. The margi-
nalization of black members of the underclass is exacer-
bated by the legacy of racial segregation and discrimina-
77
tion."'
This marginalization, in turn, compounds itself-it
widens the cultural chasm between the underclass and
mainstream society and thereby frustrates the success of
solely economic remedies for joblessness and poverty.
The effects of this isolation are reflected in inadequate
access to job networks for ghetto residents, lack of
involvement in quality schools, lack of exposure to
informal mainstream social networks, and the resulting
difficulty in obtaining quality employment.28
Given this situation, what Mumford's theory about
organic and mechanic values offers is a conceptual frame-
work in which to reconsider the remedies aimed at the
problems of the urban underclass. If the isolation of the
underclass results from the tendency of a mechanistic
society to value its members solely according to their
economic position, then the problem of the underclass
may be addressed in two ways: its members must achieve
more economic success, and/or the societal standards of
valuation that produce that isolation must change. If
that isolation has become a barrier to the economic
achievement of its members, as has been shown, then
that achievement will occur more rapidly when the
isolation and its subsequent effects have been removed.
It has been argued that to predicate positive change in
ghetto conditions on a deep, structural change in the
nation's value system is to condemn the underclass to
suffering for the foreseeable future. 29 However, some
reshaping in values is inevitable over the years, and there
is evidence that changes are now occurring which may
alter valuation of the underclass for the better.
These changes, evident in postmodernism and mul-
ticulturalism, create a context supportive of efforts to
attack the social isolation of the underclass that slows its
economic achievement. A policy combining subjective
(organic) remedies with economic (mechanistic) ones
offers the most hope for reducing the isolation of the
black urban underclass.
Post Modernism and Multiculturalism
Support for the premise that basic changes in na-
tional values are occurring can be drawn from various
areas, including the postmodern movement in art and
architecture and the pop culture phenomenon known as
"multiculturalism".30 The presence of organic themes
identified by Mumford in the postmodern and multicul-
tural movements illustrates these movements' anti-
mechanistic nature.
Aesthetic fields, such as art and architecture, are
currently dominated by the idea of 'postmodernism'.
While "[n]o one exactly agrees what is meant by the
term,"31 postmodernism generally symbolizes a reac-
tion against the strictures ofmodernism-purity, ration-
ality, simplicity, technocentrism, minimalism, 'the es-
thetic experience of the machine'32 . Postmodernism,
frequently associated with poststructuralism, instead
emphasizes context, heterogeniety, difference, subjec-
tivity, fragmentation, indeterminacy, human significance,
critique of authority, and the use of recognizable sym-
bols to convey multiple dimensions of meaning.33 This
postmodern reaction constitutes a re-emergence of the
values of Mumford's Organic principle, and a rejection
of the Mechanistic precepts of production, consump-
tion and control, and its aesthetic subtext of Modern-
ism-"the formal aesthetics of corporate capitalism and
the bureaucratic state."34
The anti-modern, anti-mechanistic nature of postmod-
ernism can be seen in its criticism of the status quo.
Criticism of the mechanistic reduction of art (human
expression) to a market commodity can be found in
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earlier works from 1950-1970.35 In recent years, the
target of criticism has changed, from the market system
itself to the society that supports such a system. "The
issues five years ago were money and power in a gener-
alized way," says Martha Wilson, director of a Manhat-
tan exhibition space. "The shows this year are more
sociological - how culture works, howvalues change."36
The emergence of this criticism in art parallels "the
increasingly sectarian divisions of society," which are the
basis of multiculturalism.37
Multiculturalism attacks the culture of the main-
stream (frequently represented in multiculturalist dis-
course by the "white male") and promotes recognition
of communities that have historically been marginal-
ized.
38 The multicultural movement rejects the present
mechanic system and represents a move to establish the
alterity, or Otherness39 , of the white male and thereby
de-marginalize groups (like African-Americans, gays
and lesbians, and other 'minority' groups) that were
formerly marginal. This "othering" is the process by
which the dominant group codifies the differences of
non-members and separates them40 - by turning it back
upon the dominant mainstream culture, "[mjarginality,
in effect, becomes the norm".41 The move to re-establish
subjective centralityamong marginalized groups under-
cuts the standards of mechanistic valuation and allows
members of those groups, like the black urban under-
class, to praise and cherish their own experience as valid
and important.
It is the basic precepts of the multicultural move-
ment-that the old societal standards are wrong, that the
culture which created them is racist and oppressive-
that makes the debate over its acceptance so strident and
divisive. Yet the underlying message-the importance of
individuals, regardless of economic status or ethnic
background-is generally accepted. The relevance of the
multicultural movement to discussions of the under-
class lies in the implications it holds for the marginalized
status of the underclass. True societal acceptance of its
message (rather than just lip service) will produce a
social climate more conducive to the reintegration of
the urban underclass into the rest of society. These
might not be the "deep, structural changes" necessary to
end the isolation of the underclass, but they may be the
first step.
Potential Solutions: Applying Organic
Remedies
Whether or not there is a lasting change in the value
system of America, the current interest in marginalized
groups provides an opportunity to reshape urban policy
to make the inner cities more livable. The very title ofthe
winning Clinton/Gore campaign platform, "Putting People
First," suggests that programs emphasizing human-ori-
ented, organic solutions in conjunction with traditional
mechanistic economic remedies like enterprise zones
and job skills trainingwould bewell-received both by the
Clinton administration and, perhaps, by the electorate
as a whole.
Rather than looking to modernist ideas of large-
scale, technologically rational and efficient urban plans
backed by austere functionalist architecture, a postmod-
ern/organic urban policy should cultivate a conception
of the urban fabric as necessarily fragmented and should,
through sensitivity to vernacular tradition, local history,
and community wants and needs, find a way to express
the "aesthetics of diversity."42 (Architect Leon Krier,
one of Prince Charles' advisers, suggests a city made up
of independent urban quarters, "cities within a city,"
much like the Greenwich Village described by Jane
Jacobs in The Death and Life ofGreatAmerican Cities. 43
It should eschew monofunctional zoning that spatially
isolates different uses in favor of mixed-use develop-
ment that will encourage the integration of diverse uses.
More attention should be paid to urban design, an
important part of the 'language of the city.'
One particular aspect of urban policy to be consid-
ered is a change in public housing from the form of
massive high-rise projects to the 'neo-traditional' neigh-
borhood developments enjoying such interest at pres-
ent. Developments of this sort help promote a 'livable'
inner city and further the goals of economic and racial
integration as embodied in the Gautreaux program in
Chicago.
New Design for the Inner Cities
The Gautreaux holding44 resulted in a change in
Chicago housing policy which attempted to dilute the
effects of urban poverty byopening up housing opportu-
nities in the suburbs. 45 The benefits of increased em-
ployment, safety, and personal motivation enjoyed by its
participants testify to the importance of programs such
as this one.46 However, common sense suggests that not
all members of the black urban underclass will be relo-
cated to the suburbs, and it is likely that at least some will
choose to remain in predominantly black urban areas.
Therefore, programs designed to meet the needs of
urban African-Americans living in poverty must im-
prove conditions in the inner city.
One opportunity for improvement is the federal public
housing program. The construction of housing develop-
ments in the inner city offers an opportunity to directly
shape the urban environment. Greater attention to
designing a livable environment, complemented by a
policy of economic redevelopment, can help alleviate
the effects of urban racial isolation.
In 1968, the Housing and Urban Development Act
placed some restrictions on the construction of high-
rise public housing blocks like the Pruitt and Igoc Housing
Projects in St. Louis, which were closed in 1970. (The
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symbolic end of modernism and the passage to the
postmodern has been said to have occurred on July 15,
1972, when the Pruitt-Igoe development, a "prize-win-
ning version of Le Corbusier's 'machine for modern
living'", was dynamited as an uninhabitable environ-
ment.47) This was an early attempt to remedy spatial and
design problems that were detrimental to living condi-
tions in public housing developments. Continuing ac-
tion on this front is needed to improve conditions both
in public housing and in the surrounding neighbor-
hoods.
Proponents of improved design for public housing
are frequently criticized for making aestheticjudgments
without empirical bases or for not properly appreciating
the prohibitive cost of such features.48 However, the
importance of design in shaping urban experience and
providing a setting for human behavior is supported
both by theory and evidence. "Ifwe experience architec-
ture as communication, if, as [Roland] Barthes. . . insists,
'the city is a discourse and this discourse is truly a
language,' then we ought to pay close attention to what
is being said, particularly since we typically absorb such
messages in the midst of all the other manifold distrac-
tions ofurban life."49 Studies have shown, furthermore,
that design issues have a definite impact in terms of
crime reduction, personal safety, and general resident
satisfaction.
Crime has been identified in studies reaching back to
the 1970's as the most serious concern of the urban
poor.50 (The Kerner Commission wrote that "[njothing
is more fundamental to the quality of life in any area than
the sense of personal security of its residents, and noth-
ing affects this more than crime."51 ) In a 1982 study,
Canadian researchers found that regardless of the socio-
economic characteristics of the residents, the physical
form of housing plays an important role in reducing
crime. 52 Building design was important in encouraging
residents to assert control over public areas; in addition,
ground-oriented buildings were more likely to produce
a sense of possession, and ultimately of responsibility,
among the resident community.53
Greater attention to good design can also help reduce
the negative perceptions of large-scale developments.
While large buildings are frequently considered synony-
mous with the failure of public housing,54 a report to the
New York State Urban Development Corporation found
building design to be more important than size. Low-
rise developments, both large and small, received virtu-
ally unanimous positive reactions from residents.55
Comments made by residents supported the idea that
organic design qualities have a positive impact. They
said that the outside appearance of buildingswas impor-
tant because it reflected their "own reputations" and
because the better developments looked "more like a
home, not just a building."56 The list of positive and
negative design qualities selected by residents in a survey
reads like a virtual recapitulation ofMumford's organic/
mechanic dichotomy. Positive qualities included vari-
ation, staggered buildings, and personal entries.57 Nega-
tive qualities included flat facades, repetition, office-
like appearances, stacked apartments, blank fronts, and
lack of separation-the very hallmarks of the mechanis-
tic Modern style.58
One example of new development which demon-
strates the potential of an urban policy blending sensi-
tivity to the needs of the community with a design
program incorporating local traditions and human-ori-
ented architecture is the plan for the Randolph Neigh-
borhood in Richmond, Virginia.59 Residents of the
decaying urban neighborhood pushed the Richmond
Redevelopment and Housing Authority to rebuild
Randolph as a traditional neighborhood, taking into
account the area's history and character, rather than
filling the area with clusters of public housing centered
around courtyards and surrounded by parking lots. The
neighborhood development plan now contains a patch-
work of small detached, attached, and townhouse-style
houses of generally unified appearance, sporting front
porches, bordering "traditional" streets.60 In a reverse-
Gautreaux twist, the neighborhood blends subsidized
housing with houses sold at market rate - often toyoung
black professionals. 61 This is not a case of devastating
urban renewal62 or gentrification where poor residents
are dislocated to make way for a flood of yuppies; it is a
model for a return to economic integration in America's
cities and for the de-marginalization ofthe underclass.63
Conclusion
Lewis Mumford's theory of the opposition of the
organic and the mechanic principles offers a useful
conceptual framework with which to address the plight
of the black urban underclass. His theory demonstrates
how a society dominated by the mechanic principle
values its members according to their contributions and
their positions on the culture's hierarchy, and how such
valuations can result in the formation of an underclass
isolated from the rest of the population. Mumford also
suggests that the best society is one that balances the
organic and the mechanic, and he believes that to rem-
edy the effects of over-mechanization there must be a
greater emphasis on organic themes such as the impor-
tance of variety, individuality, and subjective experi-
ence.
The associated movements of postmodernism and
multiculturalism offer evidence of a return to organic
themes and a shift away from mechanistic ones. Such a
shift may help alleviate the social isolation of the black
urban underclass. The resurgence of organic themes in
these movements also offers an opportunity for changes
in urban policy that would supplement mechanistic
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economic remedies with human-oriented organic ones.
Organic remedies are necessary to end the spatial and
cultural isolation of the black urban underclass, just as
mechanistic remedies are needed for economic improve-
ment.
By pursuing an urban policy that linked economic and
racial desegregation of the suburbs with similar reinte-
gration of the inner cities, the spatial isolation of the
urban underclass can be reduced. With such a reduction,
contact between the urban underclass and the main-
stream will increase, which will in turn prevent further
widening of the cultural chasm dividing the two groups.
Members of the underclass will have increased access to
the role models and job networks, cited by Wilson, that
promote economic opportunity. Decreases in spatial
and social isolation will raise employment and personal
wealth, which will continue to fuel the de-marginaliza-
tion and reintegration of the black urban underclass.
Increased human contact and the de-marginalization of
poor African-Americans may also help alleviate the fear
that has driven middle-class whites out of the cities.
This is not about building nice houses rather than
apartment blocks in neighborhoods like Richmond's
Randolph. It is about creating a community that will
foster a safe, friendly atmosphere and will meet the daily
needs of its inhabitants. It is about ending the economic
and social conditions that contribute to the continuing
isolation and inequality of the black urban underclass.
Ultimately, it is about shaping vital, livable cities that
promote coexistence and interaction between increas-
ingly diverse segments of the urban American
population.cp
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